Emotional |nte||igence

QUYEN LUC
& TAC PONG

HUY NGUYEN dich

A, alph HA XUAT BAN
DX el P

Arowigge



QUYEN LUC
& TAC DONG



boo ks KHONG GIAN SACH QUAN TRI VA KY NANG
knowledge is power https://www.facebook.com/groups/sachquantri/

.’. a l.p h Q| cush sach duoe gici thieu béi
-

POWER & IMPACT

Original work copyright ©2020 Harvard Business School Publishing Corporation
Published by arrangement with Harvard Business Review Press

Unauthorized duplication or distribution of this work constitutes copyright infringement.

QUYEN LUC & TAC BONG
Bén quyén tiéng Viét © Cang ty C§ phan Sach Alpha, 2021

Khng phan nao trong xuét ban pham nay dugc phép sao chép
hay phat hanh dudi bat ky hinh thic hoac phuong tién nao
ma khong c6 su cho phép trudc bang van ban ciia Cong ty C8 phan Sach Alpha.

G6p y vé sach, lién hé vé ban thao va ban dich: publication@alphabooks.vn

Lién hé hop tac vé ndi dung so: ebook@alphabooks.vn

Lién hé hop tac xuat ban & truyén thong trén sach: project@alphabooks.vn

Lién hé dich vu tu vén, dai dién & giao dich ban quyén: copyright@alphabooks.vn

Bién muyc trén xut ban pham cda Thu vién Qudc gia Viét Nam

Quyén lyc & tac dong / Harvard Business Review ; Huy Nguyén dich. - H. : Cong Thuang ;
Cong ty Sach Alpha, 2021. - 124tr. ; 18cm

Tén sach tiéng Anh: Power & impact

ISBN 9786043113310

1. Quyén lyc 2. Tac dong 3. Xa hdi hoc
303.3 - dc23
COF0076p-CIP



Harvard Business Review Press

QUYEN LUC

’ A
& TAC DPONG
THUOC SERIES TRi TUE XUC CAM CUA HBR

Huy Nguyén dich

AW, alpha 7=
% odoks =



DE tim hiéu thém
thong tin vé cudn sach,
vui long quét ma:




01

02

03

04

05

06

07

08

Muc luc

Pirng dé quyén luc hiy hoai ban
Dacher Keltne

Phong cach quyén luc cua ban 13 gi?
Maggie Craddock

Xac dinh tdm anh huéng cta ban
trong cong viéc

Maxim Sytch

Con dudng lang phi quyén luc
Ron Carucci

Thuc day dong luc cho cd nhém
Harrison Monarth

S dung hiéu qua “siéu nang luc”
Peter Bregman

Cam giac quyén luc hay hoai niém vui séng

Trevor A. Foulk va Klodiana Lanaj

Lam viéc véi ki€u ngudi thao ting
thé nao cho hiéu qua?
Liz Kislik

27

37

49

59

69

93



09

10

11

12

13

Quyén lyc & tac dong

Tinh duc, quyén luc va hé thong xa hoi bién

nhirng nguoi dan 6ng
thanh Harvey Weinstein

Strc manh cta dac quyén “binh thuong”
Dolly Chugh

DéE tao ra thay d6i, kha ning lanh dao
quan trong hon quyén luc
Greg Satell

Tao dung di san ctia ban
Kimberly Wade-Benzoni

Lanh dao khiém t&n, dé dang thanh céng
Dan Cable

103

115

125

137

149



01

Purng dé
quyeén luc
huy hoai ban

Dacher Keltne



hi thuc hién mét nghién cttu kéo dai 20 nam

vé hanh vi, toi da phat hién ra mdt mo-tip

danglo ngai: Mac du moi ngudi thuong gianh
dugc quyén lyc nhd nhitng phdm chét va hanh déng
giup thac ddy lgi ich ctia ngusi khac, chdng han nhu
su déng cam, tinh than cong tac, ¢6i md, cong bang
va sé chia, tuy nhién, khi ho bat dau cam nhén dugc
quyén luc hay dugc huéng mot vi tri dac quyén
thi nhiing phdm chét d6 bat dau phai nhat. Nhiing
ngudi s6 hitru quyén lyc thuong dé c6 hanh vi tho 16,
ich ky va phi dao dtic hon so véi nhiing ngudi khac.
Nha sit hoc, chinh tri gia néi tiéng cta thé ky XIX,
Huén tudc Acton da lam sang t6 mo-tip nay: Quyén

luc thuc sy khién con ngudi tha hoa.



Dung dé quyén luc hay hoai ban

Tbi goi hién tugng nay la “nghich Iy quyén luc”
va da tién hanh nghién ctu n6 trong rat nhiéu boi
canh khac nhau nhu cac truong dai hoc, Thugng
vién My, nhiing doi thé thao chuyén nghiép va cac
bd phin cong viéc chuyén moén. Trong moi boi
canh, toi déu thay rang moi ngudi thang ti€én nhd
vao nhiing phiam chat tét dep cta ban than, tuy
nhién nhitng phdm chat d6 lai ngay cang tré nén
toi té sau mo6i ndc thang phat trién ctia su nghiép.
Su thay déi nay xay ra nhanh chong dén mic dang
kinh ngac. Trong mot thi nghiém cta tdi (con dugc
biét dén la “quai vat banh quy”), t6i chia moi nguci
thanh ting nhom ba ngudi roi dua vao phong thi
nghiém, chi dinh ngau nhién mot ngudi vao vi tri
lanh dao, sau d6 giao cho ho nhiém vu viét lach
cho ca nhém. Sau nira gio 1am viéc, t6i dit mot dia
banh quy méi nuéng truéc mat moi ngudi - d cho
mdi thanh vién trong nhém c6 dugc mot chiéc va

thira ra mét chi€c khac. Trong tat ca cac nhom, moi



Quyén lyc & tac dong

nguci déu ldy mot chiéc banh quy va dé lai chiéc
con thtra vi phép lich su. Cau hoi dat ra la: Ai sé “x{t”
no6t chiéc banh thi hai du biét rang diéu dé sé tude
di co hoi tuong tu clia nhitng ngudi khac? Cau tra
16i: hau nhu ludn 1a ngudi 1anh dao. Khong chi vay,
ho con ¢6 xu huéng nhai nhom nhoam day ngon

lanh va dé mic nhimg manh vun roi xuéng quan ao.

Cac nghién ctru khac chi ra rang giau co6 va
béng cap cling c6 thé tao ra nhiing tac dong tuong
tu. Trong mot thi nghiém khac, Paul Piff ctia Dai
hoc California va t6i di dén két luan riang, nhiing
ngudi diéu khién phuong tién ré tién - nhu Dodge
Colts, Plymouth Satellites - luén nhudéng quyén uu
tién cho ngudi di bd mdi khi di qua vach ké dudng
danh cho ngudi di b, trong khi nhiing ngudi 1ai
nhiing chiéc 6 t6 sang trong nhu BMW va Mercedes
chi thuc hién diéu do trong 54% thdi gian; gan mot
ntra thoi gian con lai ho luén phét 16 nguai di bo va

luat giao thong. Mot s6 cudc khao sat ¢ 27 quoc gia
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cho thdy nhiing ngudi giau ¢6 nhiéu kha nang cho
rang cac hanh vi phi dao dic nhu nhén héi 16 hoic
gian l14n thu€ 1a “c6 thé chip nhin dugc”. Va nghién
ctru gan day do Danny Miller tai HEC Montreal dan
dat da chimg minh rang cac CEO s6 hitu bing MBA
thuong cé kha nang cao hon trong viéc thuc hién
cac hanh vi vy 1gi nhu dung manh 16i dé tang luong
thudng ca nhan nhung lai khién gia tri cong ty giam
stt so voi nhitng CEO khéng c6 bang MBA.

Phat hién nay cho thdy nhimng hanh vi lam
dung quyén lyc mang tinh biéu tugng - hoat dong
ké toan gian 1an cuta Jeffrey Skilling tai Enron, tién
thudng bat hgp phap ctia Dennis Kozlowski - CEO
ctia Tyco, cac bira tiéc an choi khét ti€ng ciia Silvio
Berlusconi, hanh vi trén thu€ ctia Leona Helmsley...
la nhiing vi du dién hinh trong s6 cac loai hanh vi
sai trai ma tat ca nhing nha lanh dao ¢ moi cdp
do déu dé mic phai. Cac nghién ciu chi ra rang

kha ning nhiing ngudi ndm gitr cac vi tri quyén luc
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trong cong ty thuc hién nhiing hanh vi nhu choi xau
dong nghiép, lam viéc riéng trong cac cudc hop,
phat biéu va n6i nhiing diéu xdc pham tai van phong
cao hon gép ba lan so v6i nhitng ngudi & vi tri thap
hon. Bén canh do, nghién ctru ctia toi cting nhu ctia
nhiéu nha khoa hoc khac déu cho thay rang nhiing
ngudi moi duge chuyén 1én cac vi tri cao hon sé rat
dé tha hoa, bién chat.

Hau qua gay ra c6 thé vo cung 16n. Lam dung
quyén luc sé lam hoen & danh tiéng ctia cac nha
lanh dao va dan hay hoai co hoi xdy dung tam anh
hudng ctia ho. N6 ciing gay ra su cang théng va lo
ling gilta cac dong nghiép, khi€n tinh ky luat va
sang tao trong nhom bi gidm st, dong thai lam suy
yéu tinh gan két cling nhu hiéu sudt gitia cac thanh
vién. Trong mot cudc tham do gan day véi sy tham
gia cia 800 quan ly va nhan vién thudc 17 nganh
cong nghiép khac nhau, khodng mdt nira s6 ngudci

dugc hoi cho biét ho bi doi xr tho 16 tai noi lam
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viéc, sau d6 ho da cd tinh giam b6t nd luc hoidc chat

lugng cong viéc dé dap tra diéu do.

Vay lam thé nao d€ ban khong roi vao nghich
1y quyén luc? Céu tra 16i 1a hay thong qua nhén thic

va hanh dong.

Nhu cau dugc cong nhan

Bu6c dau tién 1a phat trién nhan thic sau rong hon
vé chinh ban than. Khi ddm nhén vai tro & cap cao
hon, ban can cht y dén nhig cam xtc gan lién voi
quyén luc méi c6 duge cling nhu bat ky thay déi
nao trong hanh vi cia ban than. Nghién cttu ctia toi
chi ra réing, quyén luc khién ching ta roi vao mot
trang thai giong nhu hung cam, khién ching ta tré
nén cdi ma, tran day sinh luc, khao khat gianh duge
phan thuéng va mién nhiém vdi rti ro - nhitng yéu

td nay lai khién ching ta dé dang hanh dong hap
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tdp, tho 16 va phi dao dic. Tuy nhién, theo mot
nghién ctu méi nhat vé khoa hoc than kinh, chi
can phén anh nhiing suy nghi va cam xtc nhu vay
- “Nay, t6i cam thay nhu thé toi sé thdng tri ca thé
gi6i ngay bay gio!” - cling c6 thé tac dong dén cac
vling cta thuy tran, gitp ching ta kiém soat nhiing
xung dong toi té nhat. Khi xac dinh va gan tén cho
nhiing cdm giac vui vé va tu tin, ching ta sé it cé
kha nang dua ra cac quyét dinh phily do nhiing cam
giac d6 gay nén. Khi thira nhin cam giac that vong
(vi du nhu cap duéi khong cu xit theo cach ching
ta mong mudn), ching ta it c6 kha nang phan ing

theo cach doi dau hoac xung dot hon.

Ban c6 thé xdy dung loai nhén thic vé ban
than nay thong qua cac hoat dong tu nhan thitc moéi
ngay. Bat dau bang viéc ngdi & mot noi thoai mai va
yén tinh, hit thé sau va tap trung vao tung nhip thé
cta minh, cam nhan co thé, am thanh va canh vat

trong thé gi6i ctia ban. Cac nghién cttu chi ra chi
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can danh vai phtt méi ngay cho céc bai tap nhu vay
sé gitp moi ngudi tap trung va binh tinh hon. Vi Iy
do do, cac ky thuét thuc hién hoat dong nay hién
da dugc dua vao gidng day trong chuong trinh dao
tao tai cac cong ty nhu Google, Facebook, Aetna,

General Mills, Ford va Goldman Sachs.

Mot van dé quan trong khac 1a can phéi suy
ngam vé 16i hanh xir va cach hanh doéng cta ban.
Ban c¢6 hay ngit 16i moi ngudi khong? Ban co si
dung dién thoai khi ngudi khac dang néi chuyén
khong? Ban c6 tung ké mot cau chuyén khién ngudsi
khac phéi xdu hé hoac bé mat? Ban c6 chui thé &
van phong khong? Ban da bao gi¢ nhan hét cong
trang vé minh du cong lao 1a ctia cad nhém? Ban co
quén tén dong nghiép khong? Ban cé dang tiéu
nhiéu tién hon truée day hay chidp nhén nhing rti

ro bat thudng vé mat thé chat?

Néu cau tra 16i ctia ban 1a “C6” véi it nhat mot

vai cau trén, hay coi d6 la ddu hiéu canh bao sém +
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Thuc hanh su'tirté

Du ban da bét dau roi vao nghich 1y quyén luc hay
chua thi van phai ghi nhé va 1ap lai nhiing hanh vi
dao diic da ting gitip ban than vuon 1én tur thoi diém
ban dau. Khi gidng day cho cac giam ddc diéu hanh
va nhitng nhan vit quyén luc khac, t6i thuong tap
trung vao ba khia canh thiét yéu: su dong cam, long
biét on va sy rong lugng - da dugc chting minh 1a co
thé gitip ching ta duy tri kha nang lanh dao t6i uu
ngay cé trong nhiing moi trudng khic nghiét nhat.

Chéng han nhu Leanne ten Brinke, Chris Liu,
Sameer Srivastava va t6i déu nhén thdy cac Thugng
nghi si My st dung nét mit va giong noéi dong cam
khi phat biéu sé dugc thong qua nhiéu du ludt hon
nhiing ngudi st dung ctt chi, giong diéu doc doan va
ham doa trong bai phat biéu. Nghién ctru do Anita
Woolley tai Pai hoc Carnegie Mellon va Thomas

Malone tai MIT thuc hién ciing chi ra rang, khi nhiing

16
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dong nghiép bay té su thdu hiéu, gan b, quan tam
va lo lang cho nhau mdt cach tinh té thi ca nhom sé
giai quyét cac van dé kho khan hiéu qua hon.
Nhiing biéu hién nhd bé thé hién long biét on
cling mang lai két qua tich cuc. Cac nghién cttu cho
thdy nhling ngudi ban doi lang man, biét cach thua
nhan gia tri cta doi phuong trong nhiing cudc tro
chuyén thong thuong sé it c6 kha nang ly hon hon,
nhiing hoc sinh thuong dugc gido vién khen ngoi,
dong vién sé dam thuc hién nhiéu cong viéc kho
khan hon, va nhiing ngudi bay té su danh gia cao
dai véi nguoi khac trong mot nhom méi thanh lap
sé cam nhén dugc madi quan hé bén chat hon véi
ca nhom sau mot vai thang. Nha tam 1y hoc Adam
Grant tai Wharton phat hién ra rang, khi cac nha
quén 1y danh thoi gian dé cam on nhan vién mot
cach chan thanh, ho sé gin bo va 1am viéc hiéu qua
hon. Va nghién ctu ciia t6i cung v6i Michael Kraus

tai Pai hoc Yale vé cac doi bong ré thudce Hiép hoi
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Bong r6 Quoc gia (NBA) cho thdy nhitng cau thi thé
hién su céng nhin va chtc miing dong doi thong
qua cac ctr chi thé chat (cung dau, 6m, dap tay...)
sé truyén cam hiing cho dong doi choi tot hon va
gianh chién thing nhiéu hon gan hai trin méi mua
(diéu nay via c6 y nghia to 16n vé mat thdng ké,
cling nhu thuong 1a mot trong nhitng yéu t6 lam
nén su khac biét trong viéc dugc lot vao vong loai

truc ti€p hoac bi loai).

Nhiing hanh dong don gian thé hién su rong
lugng c6 thé tao ra tac dong khong hé thua kém.
Cac nghién clu chi ra rang, nhing ngudi luén sé
chia v6i ddong nghiép trong cing mot nhom, vi du
nhu dong gop y tudng mai hoac truc ti€p ho trg cac
du an du khong phai cta ho... thudng duge danh gia

M

la “dang kinh trong”, “c6 tam anh hudng 16n” va “phu
hogp vdi vai tro lanh dao”. Mike Norton tai Truong
Kinh doanh Harvard nhan thdy, khi mét té chtc t6

chtic cac hoat dong quyén gop tu thién tai noi lam
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viéc thi nhan vién ctia ho c6 xu huéng cam thay hai

long va lam viéc nang suat hon.

Viéc kién tri tudn theo nguyén tic “quyén
luc t6t dep” khi tré thanh sép va chiu trach nhiém
dam bao moi viéc dugc hoan thanh dudng nhu la
mot diéu kho khan. Nhung khong phai vay. Nang
luc dong cam, 1ong biét on va su réng lugng c6 thé
dugc trau doi qua nhiing hanh vi xa hdi don gian
moi khi ¢6 co hdi: mot cudc hop nhom, dam phan
v6i khach hang hodc mot phién phan héi 360 do.
Duéi day 1a mot vai goi y.

Thuc hanh su déng cam:

* Dit 1-2 cau hdi quan trong trong méi lan
tuong tac va dién giai nhiing diém quan
trong ma ngudi khac dua ra.

* Ling nghe mot cach cht tam. Huéng co thé
va méat vé phia ngudi noi, dong thai thé hién

su quan tam va gan két thdng qua 16i noi.
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 Khiaido chia sé mot van dé, hay thé hién su
quan tam béng nhitng cum tit nhu “T6i rat
ti€c”, “Piéu d6 thuc sy kho khan”.. Tranh

v0i vang phan xét va dua ra 16i khuyén.

* Truéc cac cudc hop, hay danh chut thai
gian tim hiéu vé ngudi ban s€ gip va nhiing

gi dang xay ra trong cudc song ctia ho.

Arturo Bejar, giam ddc k§ thuét ctia Facebook,
theo cam nhin cta to6i, la mdt nha lanh dao lu6én
coi sy dong cam la mot uu tién khi huéng dan cac
nhom thiét ké, 1ap trinh vién, chuyén gia dir liéu
hoac bién tap vién. Khi quan sat Bejar tai noi lam
viéc, tdi nhan thady moi cudc hop ctia anh ay déu co
xu huéng xoay quanh mot loat cac cau hoi mé va
anh dy luon than trong lang nghe moi ngudi. Bejar
thuong nghiéng ngudi vé phia ngusi dang phat biéu
va cdn than ghi chép lai cac y tudng ctia moi ngudi
vao s6 tay. Nhiing biéu hién dong cadm nho bé nay

la tin hiéu dé nhom ctia Bejar biét rang anh dy hiéu

20
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dugc mai quan tadm ctia ho va mudn cung ho di dén

thanh cong.
Thuc hanh long biét on:

 Bién16i cAm on siu sic tré thanh mot phan

trong cach thic giao ti€p ctia ban.

Gt cho dong nghiép nhing email hoac ghi
cht cu thé va kip thai thé hién ring ban
danh gia cao nhiing viéc ma ho da hoan
thanh tot.

* Ghi nhan cong khai gia tri dong gop ciia
tiing ngudi, bao gom ca nhan vién ho trg.

* St dung cac ctr chi phu hgp - v6 nhe vao
lung /vai, cung tay hodc dap tay - dé an
mung thanh cong.

Khi 1a CEO ctia Campbell Soup Company,

Douglas Conant da nhidn manh dén van hoa biét

on trong toan bd té chic ctia minh. Mdi ngay, 6ng

21
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va cac trg Iy diéu hanh sé danh mét gio dong ho
dé ra soat email va mang ndi bo ctia cong ty nham
tim kiém tin trc vé nhiing nhan vién da “tao ra su
khac biét”. Sau do6, Conant sé dich than giii 16i cam
on dén tat ca moi ngudi, tir cac giam déc cap cao
dén nhitng nhan vién bao tri - vi dong gop ctia ho
va thudng bang cac bic thu viét tay. Ong u6c tinh
minh da viét it nhat 10 bic thu mdi ngay, téng cong
khoang 30.000 btc thu cdm on trong nhiém ky
kéo dai hang thap ky ctia minh va 6ng thay ching
thuong dugc ghim trong khong gian lam viéc cta
cac nhan vién. Cac nha lanh dao ma t6i tung lam
viéc cung ciing chia sé nhiéu chién thuit khac nhu:
tang nhiing mén qua nhé cho nhan vién, moi ho di
an trua hodc an t6i, té chic 1€ tuyén duong cho cac
nhan vién tiéu biéu cia thang, xay dung “bang tri
an” thuc hoac a0 dé moi ngudi c6 thé gii 16i cam on

1an nhau vi nhitng dong gop cu thé.
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Thuc hanh su’'réng lugng:

* Tim ki€m co hoi dé danh thai gian riéng tu
v6i nhitng cap dudi.

* Giao ph6 mot s6 nhiém vu quan trong.

* San sang khen nggi ngudi khac.

e Cung chia sé vinh quang. Ghi nhan cong
lao ctia tat ca nhiing ca nhan da dong gop
vao thanh cong chung ctia nhém/t6 chic

cuia ban.

Pao dién Pete Docter ctia Pixar la mdt bac
thay trong viéc thuc hién phuong phap rén luyén
cudi cung nay. Trong lan hgp tac dau tién véi anh
qua bd phim Inside Out, t6i da rat to mo vé mdt
tuyét tac dién anh duge anh tao ra ti 5 nam truéc
do: phan dau bo phim Up md ta nhan vat chinh,
Carl. Anh ta gip g& va dem long yéu thuong mot

cd gai co6 tén Ellie; tan huéng mdt cudc song hon
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nhan bén chat, rdi lai phai nhin ¢6 &y chdng choi v6i
bénh tat. Khi t6i hdi Pete da hoan thanh b phim
béng cach nao, cau tra 16i ctia anh la mdt danh sach
day dt gdém 250 ngudi gom nha van, hoa si hoat
hinh, dién vién, hoa si kich ban, nha thiét ké, nha
diéu khéc, bién tap vién, 14p trinh vién va nha thiét
k&€ mo hinh may tinh da lam viéc véi anh. Khi moi
nguci hoi vé nhitng ky luc phong vé ma Inside Out
da dat dugc, Pete ciing tra 16i v6i mot cau tuong tu.
Giam ddc san pham Kelly Winters - mot lanh dao
cdp cao khac ctia Facebook ma toi tung lam viéc
cung - clng chia sé ring c6 da thanh cong theo
cach thtic tuong tu nhu vdy. Khi thuyét trinh bang
PowerPoint hodc noéi chuyén véi cac phéng vién
vé thanh cong ctia nhoém Compassion do ban than
gay dung, co6 ludn liét ké va khang dinh rang chinh
nhitng nha phan tich di liéu, ky su va chuyén gia

ndi dung da lam nén diéu do.
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Ban c¢6 thé vugt qua nghich ly quyén luc béng
cach thuc hién cac nguyén tic cta sy dong cdm,
long biét on va su rong lugng. Diéu nay gitp toi uu
hoa hiéu qué lam viéc va nang cao tinh than hgp tac
clia moi ngudi. Ban ciing sé dugc huéng rat nhiéu
loi ich tir d6, v6i mot danh ti€éng ngay cang vang doi,
kha nang lanh dao lau dai ciing nhu nhiing niém vui
ngép tran “hodc-mon hanh phuc” khi thic day lgi

ich cia moi ngudi.

DACHER KELTNER la Gi4o su tam Iy hoc tai Pai hoc California, Berkeley
va 1a Trudng khoa tai Trung tdm Greater Good Science. Ong ciing 1a tac
gia ctia cudn sach The Power Paradox: How We Gain and Lose Influence.
(tam dich: Nghich Iy quyén Iyc: Chung ta dat duge va danh mat tdm anh
hu6éng nhu thé nao.)
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Phong cach
quyeén luc
cua banlagi?

Hay kiém tra cac yéu té khai phat
cam xuc va hanh vi ctia ban.

Maggie Craddock
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an da bao gio tu hoi, liéu trdi nghiém tu
thoi tho du clia mot ngudi cé6 anh hudng
dén cong viéc va cudc séng sau nay clia
ngudi do6 hay khong? Khi con nhd, nhitng nha lanh
dao hay ham doa ngudi khac c6 ting bat nat hodc
¢0 tinh x0 nga nhitng da tré khac & noi vui choi

hay khong?

Du dang c6 ging thang ti€n & cong ty hién tai
hay tim co hdi 6 mot noi méi, ban cling nén hiéu
rang ban nang trao di va ndm gitr quyén lyc bat
ngudn tir nhimng trai nghiém trong hé thong dau
tién ctia cudc doi - hé thong gia dinh. Trong qua

trinh nghién ctru dé€ viét cudn sach Power Genes
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Phong cach quyén luc cua ban 13 gi?

(tam dich: Ma gen quyén luc), tdi phat hién ra ring
nhiing yéu t6 nén tang lam nén phong cach quyén
luc dac trung cia mot ngudi thuong khéi nguon tur
nhitng moi truong budc ho phai phan Gng vé mit
cam xudc va hanh vi véi nhitng nhan vat quyén luc
dau tién ma ho gip trong cudc ddi, cu thé 1a nhing

nguoi cham soc ho.

Dé hiéu rd cam xtc cia ban than khi dat trong
diéu kién phan ting truéc quyén luc ¢ noi lam viéc,
hay suy ngam gidy lat vé cach thic st dung quyén
luc chtt dao ctia nhitng ngudi cham soc ban trong
hé thong gia dinh. Ho c6 thuong quan tam dén cam
xuc clia nguoi khac va dua ra 16i dong vién khong,
hay lu6n dua ra nhitng ménh 1énh muén ngusi khac
tuan theo ngay lap trc? Néu dugc nudi dudng boi
nhiing ngudi ludn hoi ¥ kién ngusi khac truéce khi
dua ra cac quyét dinh quan trong trong gia dinh,
lac trudng thanh ban sé c6 xu huéng phéan hoi tich

cuc v6i nhitng dong nghiép mudn két ndi véi ban.
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Quyén lyc & tac dong

Kiéu phan ing nay chi ra ring, khia canh cam xtc
trong phong cach quyén luc dic trung c6 thé xuit

phat ti su tin tuéng.

Ngugc lai, mot ngusi dugc nudi dudng bdi
mot bac phu huynh ciing nhic, ddc doan hoac qua
dé dai sé s6 hitu phong cach quyén luc duge hinh
thanh dua trén néi sg hai. Ho c6 thé phan tng tiéu
cuc véi viéc tao dung su dong thuin trong cong
viéc va to ra dn tugng v6i nhiing nha lanh dao hoat

dong doc lap va toat ra vé tu tin.

Tuy nhién, ban cling can kham pha mét cap
dd khac trong phong cach quyén luc. Khia canh
hanh vi trong phong cach quyén luc bt ngudn tir
cach thirc cu x& v6i nhiing ngusi cham soc, giong
nhu mot bai hoc vé lam thé nao dé dat dugc nhing
gi ma minh mudn khi con nho. Mot cach tiép can
gan giii hon liéu c6 thuyét phuc duge moi ngudi hay
khong, hay ban da hoc duge cach lam viéc than tinh

hon véi ho hay chua?
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Phong cach quyén luc cua ban 13 gi?

Néu ban ting c6 kinh nghiém thoi tho du vé
viéc xin cha hodc me tht gi d6 ma vi phu huynh
con lai da tir choi, khi d6 chiéu huéng hanh vi néi
bét trong phong cach quyén luc dac trung c6 thé
1a khong trinh trong. Khi mudn tac dong dén ngudi
khac, nhitng nguai ¢6 xu huéng nay thich tuong tac
truc ti€p tai noi lam viéc hon. Vi du, khi can trinh
bay mdt y tudng hodc dé xuat truéc nhoém, ho sé co
xu huéng gap riéng cac nhan vat chii chét dé trinh

bay y tuéng truée khi hop toan bd nhéom.

Nguogc lai, nhitng ngudi ¢6 phu huynh luén
déng thuin véi nhau khi xem xét ky ludt hoac
khen thuéng thuéng mudn giai quyét theo cac
nhom nhim xtc tién mot chuong trinh lam viéc
chuyén nghiép vé sau. Nhiing ngudi cé xu huéng
hanh vi mang tinh trang trong trong phong cach
quyén luc dic trung mudn tranh ludn ci mé cac
van dé v6i mot nhém hon la théa thuén riéng voi

tung ca nhan.
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Quyén lyc & tac dong

Khi so sanh cach thich nghi (@€ dat dugc nhu
cau) ltc con nhd clia cac khach hang cta toi véi
nhiing thach thicc ma ho dang phai d6i mat trong
cong viéc hién tai, toi da phat hién ra mdt s6 xu
thé& quan trong. Vi duy, Jeff, mot nha diéu hanh cép
cao trong nganh cong nghiép quang cao sip dugc
thang chirc, anh dy da td ra lo 1ing vé viéc minh
khong da kha nang lanh dao mot nhém sang tao vi
thudng noi at ngudsi khac trong cac cudc hop. Jeff
da gap cac huan luyén vién vé thuyét trinh, nhung
nhu cau can dugc ling nghe ctia anh 4y mdéi chinh
la diéu quan trong.

Jeff 16n 1én du6i cai bong ctia ngudi chi gai
tung la nha vo6 dich trugt bang nghé thuat. Cha me
anh ay da qua béan tam dén su nghiép thé thao cta
con gai ma vo tinh khién anh ay cam thay nhu bi
lang quén. Jeff khao khat dugc cha me quan tam va
niém khao khat d6 da thoi thiic anh 4y tao ra cac

chién dich quang cao thu hat sy cha y ctia cac gia
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Phong cach quyén luc cua ban 13 gi?

dinh trén toan thé€ giéi. Khi hiéu rang néi sg hai bi
coi thuong khi con nho dang gian ti€p lam suy giam
ti€ng noi va tam dnh hudng ctia minh tai noi lam
viéc, anh ay da quyét tam thay déi dé tré thanh mot
ngudi lang nghe t&t hon va cudi cing nhin dugc sy
thang tién xing dang.

Bu6c dau tién dé thay déi 1a xac dinh phong
cach quyén luc cta riéng ban. Ban c6 thé danh gia
phong cach quyén luc dic trung ctia minh bang
cach kiém tra nhitng yéu t6 tao nén cam xuic va mo
thte hanh vi chtt dao ctia ban than. Hau hét moi
ngudi déu thdy rdng phong cach quyén luc dic
trung la su pha trén tdi thiéu gitra hai trong s6 bon

phong cach quyén lyc can ban sau:

e Nguoi ldy long. Do nhiing tac nhan gay
cang thang tir bén ngoai nén nhimng ngudi
thuoc nhoém nay thuong khong duge cha
me cham séc, quan tam khi con nhd. Khi

truéng thanh va buéc vao moéi trusng lam
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Quyén lyc & tac dong

viéc, ho ngay cang mong muon dugc cong
nhén va luén quan tam dén nguoi khac.
Ho thudng c¢6 gang mé rong quan hé véi
moi ngudi ¢ cdp dé ca nhan nham thé hién
quyén luc va tam anh hudng ctia ban than.
Ngudi mé hodc. Pay la nhiing ngudi tung
thi€u thon tinh cam trong giai doan dau
dsi thuong. Vi vay, doi khi ho thiéu ton
trong ngudi ¢6 thim quyén chinh thic va
c6 thé thao ting ngusi khac dé dap ting
nhu cau ban than. Nhiing ngusi thudng
xuyén ham doa va du d6 ngudi khac tuan
tht 1a minh ching dién hinh cho phong

cach quyén luc ctia nhém ngusi mé hoac.

Nguoi chi huy. Ngudi chi huy thuong 16n 1én
trong mot hé thong gia dinh gén voi cac linh
vuc thé thao, ton giao, quan ddi hoic bat ky
hé thong nao ap dung nhiing ky luat va quy

tdc ing x nghiém ngit. Nhém ngudi nay
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Phong cach quyén luc cua ban 13 gi?

c6 dinh huéng két qua ro rang va thuong
thdi thiic ngusi khac phai khan truong.

Nguci truyén cam hiing. Cac hé thong gia
dinh khuyén khich kiéu nguoi truyén cam
htng thuong coi trong su thé hién ban than
hon sy tuan thd, va nhitng ngudi cham séc
trong cac hé thong do san sang hy sinh lgi
ich ca nhan dé dat dugc sy xudt sic trong
cac linh vuc nhu nghé thuédt hoac khoa
hoc. Ngudi truyén cadm hing thudng c6 tu
duy dé6i mdi va kién dinh huéng téi nhiing
diéu tét dep hon.

Mbi phong cach déu c6 nhiing uu diém va

thach thic riéng, dong thsi mang lai cho chiing

ta nhitng bai hoc quan trong vé quyén luc tai noi

lam viéc. Jeff phat hién ra cach tiép cén hiéu qua la

su pha trén gitta phong cach ctia Ngudi 14y long va

Nguai chi huy, tir d6 giup anh c6 thé diéu chinh thoéi

quen va hanh vi cia ban than.
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Quyén lyc & tac dong

Khi xac dinh phong cach quyén luc cho riéng
minh, diéu quan trong ma ban can luu y la khong co6
phong cach quyén luc tét hay xdu, cling nhu khong
nén dua ra nhitng phan xét thiéu suy nghi vé ngudi
khac hodc vé chinh ban than. Hau hét ching ta déu
str dung nhiéu phong cach quyén luc khac nhau va
ban tham chi c6 thé hoan ddi linh hoat tty vao tinh
hinh thuc té.

MAGGIE CRADDOCK la nha sang lap kiém Cht tich Workplace
Relationships. Ba la tac gia cudn sach Power Genes: Understanding Your
Power Persona—and How to Wield It at Work (tam dich: Ma gen quyén luc:
Hiéu vé quyén lyc ctia ban va cach sit dung noé trong cdng viéc), Harvard

Business Review Press, 2011).
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Xéac dinh tam
anh hudng cua ban
trong cong viéc

hay ki€m tra va danh gia quyén luc
phi chinh thirc cua ban.

Maxim Sytch



Quyén lyc & tac dong

Ot giam déc ngan hang & Pong Nam A

muon dé xuat mot san phdm tai chinh

mdi cho phép cac nhan vién clia cong ty
cho thué 6 td mua lai chi€c 6 t6 da qua st dung tu
ong cht ctia ho. Tuy nhién khong mot don vi kinh
doanh don lé nao c6 thé trién khai dé xuat d6. Danh
muc sdn phadm hién co, rii ro co ban hay nhing
quy dinh phap ly khong cho phép cac b phan thuc
hién viéc nay. Tuy nhién, mot dong nghiép than
thiét cta vi giam ddc lai 1a ngusi c6 thé thuc ddy
gia tri va van dong hanh lang hét sttc hiéu qua trong
toan bd cong ty. biéu d6 da dan dén giai phap ky
ma khoa (code-signed) do ca hai don vi kinh doanh

cung dua ra.
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Xéac dinh tdm anh hudng cla ban trong cong viéc

Thanh céng clia san pham tai chinh méi mé
nay da gitp gia tang quyén luc phi chinh thic cta
vi giam d6c ngan hang. Quyén luc phi chinh thitc -
khong lién quan dén chitc danh chinh thtc - c6 thé
gitip ban huy déng cac ngudn luc, thuc day sy thay
déi va tao ra gia tri cho té chiic ciing nhu cho chinh
ban than ban. Trong méi truong lam viéc hién dai,
quyén luc phi chinh thitc ngay cang dong vai tro
quan trong va c6 thé dam bao vi tri vilng chic cta

ban trong cong ty.

Tai sao lai nhu vay? Ngay nay, quy trinh lam
viéc dang chuyén dich tir cac nganh doc chuyén
biét sang nhimng “khoang trang” xen giita, do cac
cong ty dap tng nhu cau ctia khach hang ngay mot
chinh xac hon. Xu huéng nay doéng vai tro quan
trong trong cac td chirc sé hitu nhiing bd phan da
chitc nang, quéan ly quan hé khach hang hoac ciu
trac ma tran. Ngay ca cac té chic nhd hon clng

dang ngay cang phat trién theo dinh huéng du an.
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Quyén lyc & tac dong

Va cong viéc dugce thué ngoai (outsource) véi
su cdng tac ctia cac nha cung cép, nha phan phdi
dang ngay cang nhiéu hon. Cac cong ty dang tim
ki€m va tan dung tdi da nguon luc tir cdng dong dé
thuc hién cac sang kién va tao ra co hdi viéc lam.
Chang ta hgp tac véi nhitng ngudi lao dong tu do va
cac bén thir ba, doi khi chiing ta tham chi con hgp

tac v6i chinh cac doi th canh tranh.

Trén thuc té€, chic danh chinh thirc, cic nhan
vién cdp dudi va quyén han dugc chi dinh chinh
thic khong phai lGe nao ciing gitip ban tién xa khi
lam viéc trong té chtrc va v6i cac bén lién quan nam
ngoai té chtec.

Ban c6 dang s6 httu quyén luc khong chinh
thirc d€ tao ra gia tri va hoan thanh cdng viéc hay

khong? Dudi day la cach thic gitp ban ki€ém tra:

e Budc 1: Liét ké 10 dau moi hang dau c6 thé

gitip ban hoan thanh cong viéc. Cac dia chi
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Xéac dinh tdm anh hudng cla ban trong cong viéc

lién lac nay c6 thé mang tinh ndi bo hoic

bén ngoai té chiic ctia ban.

e Budc 2: V6i mbi dau moi nay, hay dua ra
mic diém ti 1 dén 10 dé danh gia muc
do phu thudc cta ban doi voi nd. Néu
mot dau moi mang lai nhiéu gia tri va kho
thay thé thi hay chi dinh mc diém cao va
nguoc lai. Hay nghi rong ra vé gia tri ma
cac dau moi d6 dem dén cho ban. Nhing
gia tri nay bao gom hoat dong tu van nghé
nghiép, hé trg vé mat cam xuc, hd trg cac
hoat dong hing ngay, cung cdp thong tin
va ti€p can cac ngudn luc hodc nhiing bén
lién quan.

e Bu6c 3 Lam diéu tuong tu theo hudng
ngugc lai. Hay ding ti quan diém cha
ngudi khac va chi dinh diém s6 cho chinh

ban than ban.
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Quyén lyc & tac dong

Xac dinh gia tri ban mang lai cho cac dau mai
d6 va mic do kho thay thé ctia ban doi véi ho. Hay

trung thuc trong qua trinh danh gia.

Ti€p theo, hdy can nhic nhing didu hiéu
canh bao trong van dé kiém tra quyén luc cta
ban. Nhiing diéu nay c6 thé chi ra ring ban thiéu
quyén lyc khoéng chinh thic va hoan toan c6 thé
thay thé dugc.

T&t ca cac dau moi cia ban ¢6 lam viéc trong
mot nhom, mot bo phan, mot don vi sén phdm hodc

toa nha van phong khong?

biéu nay c6 thé cho thdy su han ché cta ban
trong viéc tao ra gia tri vugt troi hon so véi cac yéu
cau co ban trong phan mo ta cong viéc ctia ban.

Pau moi ban dang s6 hitu ¢6 mang lai nhiéu
gia tri hon nhiing gi ban c6 thé mang lai cho ho hay
khong? Nhitng moi quan hé nhu vay kho co6 thé duy

tri 1au dai. Su bat can xting trong mdi quan hé phu
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Xéac dinh tdm anh hudng cla ban trong cong viéc

thudc cho thdy nhiing ngudi khac ndm gitt quyén

luc trong maéi quan hé do.

biém s6 phu thudc ctia ban c6 duy tri & muc
thap xuyén suét mdi quan hé hay khong? Diém sd
nay c6 thé cho thady mac do phd bién ctia cac mdéi
quan hé giao dich, nhitng méi quan hé thuong dugc
thtic ddy béi quy luat c6 qua co lai. Ngugce lai, cac
mdi quan hé c6 tinh phu thudc cao c6 thé chia
dung nhiéu gia tri va dong luc quan hé vén khong

chi dugc tinh toan mét cach don gian.!

Tat ca gia tri ban trao di hodc nhan lai c6 tap
trung vao mot s6 dau maéi khong? Ban co thé sé tén
thuong néu mit di nhiing lién hé nay hodc méi quan
hé ctia ban sé thay déi. Mot giam doc diéu hanh cip
cao chia sé v6i tdi ring ¢ hai méi quan hé chinh thiic
day gia tri trong mang ludi ctia anh dy. That khong
may, mot ngudi da qua dsi va ngudi kia chuyén dén
mot khu vuc khac. Quyén luc phi chinh thic ctia nha

quan 1y c6 thé sé bién mat chi sau mot dém.
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Quyén lyc & tac dong

Vay lam thé nao d€ cai thién vi thé khi da tién
hanh kiém chting quyén lyc khong chinh thic?

Trudce hét, mot cach thiic quan trong dé khic
phuc la mang lai gia tri cho cac moi quan hé cta
ban. Hay tu hdi ban than: Ban c6 thé mang lai cho
ho gia tri gi? Phuong phap dau tién 1a phat trién
va lién tuc cai thién mot bo k§j nang khién ngusi
khac danh gia cao nhiing dong gop ctia ban. Sau do,
chit dong st dung cac ky nang ctia ban dé gitp da
ngudi khac khong chi trong vai tro chinh thitc cta
ban. Ban hén khong mudn tré thanh mdt chuyén

gia khong ai biét dén.

Thir hai, hay d€ cong viéc hd trg ban. Hay quan
ly cong viéc ctia ban nhu thé nao dé€ c6 thé dong
gop cho cac tién trinh lam viéc da chiic nang bén
trong t6 chitic cling nhu khach hang, do6i tac bén
ngoai hodc co quan quan ly. Tinh nguyén thuc hién
cac sang kién da chtic nang. Coi viéc luan chuyén

vi tri cong tac 1a mot budce phat trién. Khi dit minh
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Xéac dinh tdm anh hudng cla ban trong cong viéc

vao vi tri giao thoa gilta cac quy trinh lam viéc, ban
da tu tao co hoi cho ban than dé dat duoc, hoc hoi
va mang lai gia tri cho nhiéu nhém khac nhau trong

to chtrc.

Thi ba, hiéu ro6 hon vé cac bén lién quan va
cOng tac vién ctia ban véi tu cach la nhitng ca nhan.
Ban c6 thé ngac nhién khi mét diéu gi d6 kha dé
dang v6i ban lai mang lai gia tri dang ké cho ho. Doi
khi chting ta bi can tré vi tin rdng ban than phai
cong hién nhiing dong gop thuc su quan trong hoac
hé trg to 16n cho ngusi khac. Hiéu rd vé ngudi khac
c6 thé gitip chiing ta thay dugc nhiing luya chon
thay thé hitu ich. Va dung gi6i han minh trong mot

pham vi cong viéc.

Ngoai cong viéc, hay tham gia cac té chic
doan thé xa hoi hoac hiép hdi nganh nghé. Sust mot
thai gian dai, pham vi danh huéng ctia cac hoat dong
chung da bi danh gia thap trong qua trinh mé rong

mang lu6i ra bén ngoai mét nhom biét 1ap - von chi
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toan nhiing ngudi dong nghiép da qua quen thudc
v6i nhau. MOt ngudi ban doanh nhan cta toi lan dau
tién biét dén nhiing tiéu chi lya chon va tai trg cta
cac tap doan dau tu mao hiém thong qua mot ngudi
ban trong cau lac bd boi 16i. Ngusi ban dé sau nay

da tré thanh nha dau tu dau tién ctia anh ay.

Gia tri cia ban khong nén chi dugc xac dinh
béng kha nang thuc hién cong viéc tai mot vi tri cd
dinh trong mot t6 chitc chinh thic. Néu thuc hién
nhu vay, nhiing réc réi chi con 1a vdn dé thai gian,
bdi trudc sau gi mot ddi thi canh tranh yéu cau
mic luong thap hon, tré tudi hon va théng minh
hon sé gia nhép cong ty. Bing cach tao ra gia tri
cho nhiéu bén lién quan va khién ban than tré nén
khong thé thay thé, ban sé md ra rat nhiéu co hoi
cho chinh minh trong céng ty cling nhu tim thay
nhiéu diéu méi meé khac. Va ban sé giap cong ty gia

tang gia tri khi thuc hién diéu do.
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Xéac dinh tdm anh hudng cla ban trong cong viéc

MAXIM SYTCH 1a Pho gido su chuyén nganh quan ly va té chtc tai Truéng
Kinh doanh Stephen M. Ross thudc Pai hoc Michigan. Nghién ctu ctia 6ng
tap trung vao mang lu6i cac moi quan hé xa hdi va dong luc anh huéng bén

trong t6 chic va gitra cac t6 chic.

Chdu thich

1 R. Gulati va M. Sytch, “Dependence Asymmetry and Joint
Dependence in Interorganizational Relationships: Effects of
Embeddedness on a Manufacturer’s Performance in Procurement
Relationships”, Bao cdo Khoa hoc Hanh chinh hang quy 52, s6. 1
(2007): 32-69.
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Con duong
lang phi
quyeén luc

mot s6 hanh vi sé lam sut giam
tam anh huéng cla ban.

Ron Carucci



Quyén lyc & tac dong

te iéu ma t6i khong bao gié mong mudén

la dugc cha y dén nhu mot nhan vat

day quyén luc” Mot giam doc diéu
hanh cap cao tung noéi véi téi nhu vy, va nhiéu nha
lanh dao hang dau khac ciling ¢6 chung quan diém
do6. Nhing nha lanh dao véi hanh vi bién tha tién
bac, thang ti€n bing cach hdi 16 hodc vudng vao
nhiing vu lum xtm thudng bi béu danh trén bao chi
va tai tiéng dé€ doi. Tuy nhién, mdt nghién ctru kéo
dai suot 10 nam ctia chting to6i chi ra ring, mot giam
doc diéu hanh “bat luc” cling nguy hiém khong kém
va thuong gap hon.
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Con dudng lang phi quyén luc

Chung t6i da thuc hién hon 2.700 cudc phéng
van v6i hon 100 giam ddc diéu hanh méi duge bd
nhiém. Du dir liéu thu thap dugc da dua ra canh
béao vé su cam d6 khi stt dung quyén luc dé phuc vu
lgi ich ca nhan, tuy nhién ching tbi cling nhén thay
thach thirc 16n hon ctia quyén luc khong phai la sir

dung, ma la tu bd no.

Nhiéu 1anh dao gip khé khan trong viéc thuc
thi quyén luc vi ¢6 ging tao ra chii nghia quan binh,
gitp cdp dudi ctia minh thdy rang ho co6 gia tri va
lién quan, ciing nhu tranh rai ro khi dua ra cac
quyét dinh kho khan. Trong s6 nhiing ngudsi dugc
phong van, 57% cho ring viéc dua ra quyét dinh
phtrc tap va rti ro hon so véi du kién, trong khi 61%
mudn cé nhiéu thdi gian hon dé dua ra quyét dinh,
nhung lai cam thay toi 16i néu tr choi (vi ho khong
muon to ra ban bju dén mitc khong thé nhin cong
viéc do). Nhitng ngudi lanh dao nay mic ket trong

nhu cau phéi lam hai 10ng ngudi khac hodc lo s¢ khi
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né tranh nhitng 16i sai nghiém trong va thuc su cam
thay bat luc. Mot con s6 dang kinh ngac khi ¢6 t6i
60% ngudi tham gia phong van cho rang moi ngusi
gan cho ho nhiéu quyén luc hon thuc té nhing gi
ho ndm trong tay. Gan mot nira s6 ngudi dugc hdi
cho biét quyén luc di kem véi cong viéc khong di
dé thuc hién cac muc tiéu dugc giao.

Co 1€ moi giam doc diéu hanh déu da tung
than thé: “Tai sao t6i van khong thay déi duge
gi du da co tit ca cac ngudn luc nay?” bo la diéu
ma chtng t6i thudng nghe tir cac giam doc diéu
hanh méi duge b6 nhiém. Va nhiing lanh dao nhu
vay thuong mic sai 1am khi ti boé quyén luc ma ho
thuc su ndm gitr. Trong s6 nhiéu sy tir bé quyén
lue, ching toi da xac dinh bon loai thudng xuyén tai

dién va dac biét nguy hiém:

Te liet. bay la mot trong nhitng hinh thirc tu
bd phd bién nhit va c6 thé gay tén hai t6i té chic.

Mot giam doc diéu hanh no bi goi la “banh tréi” vi
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khong dt kha nang bao vé quyét dinh ctia minh.
Anh ta lu6n phoi nhiém véi hién tugng “ngudi cudi
cung” - ngudi cudi cung trong van phong tac dong
dé huéng quan diém ctia anh ta theo y ho. Anh ta
khong bao gi¢ tuyén bd quyét dinh cudi cung bat
ké nhitng thong tin hay sy hd trg da c6 san va diéu
do6 khién tat cd moi ngudi ling ting ring khong
biét quyét dinh da dua ra hay chua. Cac thanh vién
trong nhom nhanh chéng tan dung su thi€u ro rang
nay theo huéng c6 lgi cho ban than. Moi ngudi co
thé dién giai két qua cudc hop theo quan diém cta
ho vi khdng c6 bing chiing nao thé hién ring quyét
dinh cu6i cung duge dua ra. Ho ludn c6 thé khang
dinh d6 la y minh hiéu vé quyét dinh cta anh ta va
han ché thap nhat ri ro.

Bao gom qud miic. Qua nhiéu ngudi cing tham
gia cling s€ anh hudng t6i su quyét doan ctia nha
lanh dao. Cac nha lanh dao hay lo s¢ thuong tu

huyén hodc ban than bang cach dua nhiéu ngudi
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cuing tham gia dé phan tan rti ro. Mac du sy tham
gia clia nhiing ngudi lién quan dén viéc ra quyét
dinh 1a rat quan trong, tuy nhién bao gom qua
nhiéu ngudi ma bo qua khia canh hanh déng khong
phai la viéc 1am xay dung sy dong thuin, ma la hanh
vi che gidu. Nhiéu ngudi da phat hién ra thach thic
nay doi voi doi ngi diéu hanh. Mot ngudi phan nan:
“S6 lugng ngudi du ki€n dong gop vao cac quyét
dinh thit nuc cuoi. T6i tén nhiéu thoi gian xay dung
su dong thuén gia tao hon la nang cao chit lugng
ctia quyét dinh. Tdi da nghi ring minh sé cé nhiéu
quyén hanh hon” Nhiing giam déc diéu hanh méi
b6 nhiém can phéi chai li tru6c su chi trich kho
tranh khoi tir nhitng quyét dinh khong dugce long
tdt cd moi ngudi. Viéc né tranh nhing y kién trai
chiéu ching nhiing khong giip phin tan ma con
tang thém rai ro.

Théa hiep. Bap tng cac doi hoi clia ngusi khac
bat chap nhing tén hai dén lgi ich téng thé ciing
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lam mat di quyén luc. Moi ngudi thuc su cam thay
dugc lam chi khi kiém soat dinh huéng cta cac du
an nhiéu hon, tuy nhién ching ta khong nén thuc
hién hinh thtic trao quyén dé néu no6 gay ra cac van
dé 16n hon & cép do t6 chic. Cac 1anh dao cép cao
c6 thé dinh huéng chién luge do, trong khi van cho
phép nhiing ngudi khac dua ra cac lua chon dé bién
tam nhin thanh hanh dong. Pap tng nguon luc ma
ca bgaabh doi hdi “dé ho cam nhin dugc su s hin”
khong phai la sy trao quyén, ma la su ti bd. Doi
v6i mot giam doc diéu hanh, viéc thu hep cac uu
tién va tap trung tang cudng thuc hién la mot trong
nhitng dong gop 16n nhét ctia ho. Khi nhu cau thoa
hiép 1an at can dam twr chdi, cac té chic sé bi chia
ré va dan dén hinh thitc tir bd cudi cung:

Chdp nhan ket qua yéu kém. Hinh thitc cot 16i
cudi cing nay xuat hién trong cac té chiic ¢6 qua
nhiéu uu tién canh tranh 1an nhau, khi€n moi ngusi

lang tang va phai vat 16n véi ngudn luc bi phan bd
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khong hiéu qua, tir d6 dan dén cac két qua yéu kém.
Khi k€ hoach khong dugce thuc hién nghiém tac vi
cac uu tién thay déi tiing ngay, cam két thuc day
chién lugc sé giam di hiéu qua va cac két qua déu
ching lai. D€ tranh boc 16 khia canh dao dtc gia
ctia chinh minh, nhiing giam ddc diéu hanh khong
kiém soat dugc cac hoat dong sé khong dam théc
mac vé su tut doc trong két qua hoat dong va budc
phai chap nhan né6.  day tén tai mot nghich Iy: qua
nhiéu su chiap nhin sé tuée di quyén s hiru ma cac
giam doc diéu hanh dang muon ctng c6, dong thoi
khi€n mot t6 chire bi chia cit roi vao cam bay hiéu
suat ma nhiing nha lanh dao nay dang mudn tranh.

Quyeén lyuc 1a tai san thiét yéu ddi voi cac nha
lanh dao va 1a mdt dang tién té gitp cting ¢6 di san
ctia nha lanh dao. N6 c6 thé giai quyét nhiing bat
cong trong t6 chirc, nudi dudng cac tai nang trién
vong va thtic diy nhiing thanh tuu to 16n. Chiing

ta can kiém soat quyén luc mot cach than trong,
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nhung thay vi s¢ hai, ching ta phai biét ndm bat
tdm anh hudng ctia n6 dé tao ra nhimg diéu tot

dep hon.

RON CARUCCI 1a nha dong sang lap ctia cong ty Navalent, ting 1am viéc
v6i nhiéu CEO va lanh dao cdp cao nham mang lai sy thay ddi toan dién
cho t6 chic va linh vuc ctia ho. Ong 1 tic gia clia tAm cudn sach best-
seller, trong d6 c6 Rising to Power (tam dich: Gianh 18y quyén luc). Ban ¢

thé theo doi dng dy trén Twitter @RonCarucci..
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Thuc day
déng luc
cho ca nhom

Hay mang lai cho nhan vién
cam giac kiém soat.

Harrison Monarth



hiéu nghién ctru chi ra rang mang lai cam

giac kiém soat manh mé cho nhan vién

c6 thé thac day nang suit, cai thién hiéu

suét va giap ho hai long hon trong céng viéc. Mot

nghién cttu dugc cong bo trén tap chi Psychological

Science do Yona Kifer tai Pai hoc Tel Aviv thuc hién

cho thiy ty 1é hai long ctia nhan vién véi cong viéc

cao hon trung binh 26% khi ho dugce ndm gitr vi tri
mang lai cadm giac quyén lucl.

Cac nha nghién ctu phat hién ra rang, cam

giac quyén lyc ciing c6 thé chuyén hoa thanh mot

dang cadm giac chan thuc hon va hanh phic hon.

Quyeén lyc sé khién con ngudi “song that véi chinh
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minh” hon, cho phép ho tham gia vao cac hanh dong

phan anh chan thuc cac gia tri ma ho tran quy.

Tiép theo dd, cam giac chan thuc mang tinh
cht quan nay lai tao ra mot cdm giac an lanh va

hanh phtc hon.

Tuy nhién, nghién ctu cta Gallup da chi ra
mot con s6 dang kinh ngac khi c6 t6i 70% ngudi lao
dong My khong cam két gan bo lau dai véi ngudi
st dung lao dong. Theo udc tinh ctia Gallup, nhing
nguoi st dung lao dong phai chiu thiét hai vé nang
sudt tuong duong 450-550 ty d6-la/nam do sy tho
o cta chinh ho géay ra.? Tdi cho ring nguyén nhan
cht yéu 1a vi nhitng ngudi lao dong d6 khong cam
nhan dugc rang ho dang ndm gitr quyén luc.

Mac du sé that tuyét khi nghi ring ching ta
co6 thé 1ap lai mot cau than cht moi sing dé dem lai
cam giac kiém soat, tir d6 thtic ddy hanh phtc, tuy

nhién mot nghién cltu toan cau khac do Gallup thuc
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hién lai cho thay trong s6 khoang 600.000 cong
nhan 6 mot s6 nganh cong nghiép, cac hoat dong
hé trg, ghi nhan, thudng xuyén giao ti€p va thé hién
su tin tuéng cta lanh dao 1a yéu t6 can thiét dé tao
ra mot moi trudng thinh vugng - noi cac nhan vién
tuyén dau, nhiing ngudi lam viéc tryc ti€p voi khach
hang cdm thdy ho dugc ndm quyén tu chii dé tao ra
su khac biét thuc su trong t6 chiic.? N6i cach khac,
dé lan truyén cam giac quyén luc cho moi ngudi, tur
do xay dung mot mdi trudng gan két bén viing, ban

can co6 su ho trg ctia toan b hé thong.

Ngugc lai, theo cac nha nghién ctru tai Pai hoc
llinois, cac chuong trinh trao quyén theo huéng
quan ly ¢6 cdu trac qua chat ché di kém véi nhiing
sang kién cai tién lién tuc sé khong thé phat huy
hiéu qua do nhén vién dé cam thay chung chi mang
tinh ép budc va ban lanh dao thuong khong chiu
ling nghe y ki€n dong gop ctia ho vé nhiing ich 1gi

clia cac sang kién.*
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Thay vao do, cac nha nghién c(ru phat hién ra
ngay ca nhitng nhan vién s¢ hitu it quyén luc nhat
cling sé cam két tim kiém phuong phap giup té
chitc hoat dong hiéu qua hon néu dugc trao quyén
tu chtt khi dua ra quyét dinh va thyc hién cac bién
phap céi ti€n ma ho tin tuéng. Cac nha quan Iy can
tang cuong vai tro ctia minh véi tu cach l1a nguoi
huan luyén, dua ra dinh huéng va hé trg, dong thoi
tin tudéng cac nhan vién tuyén dau la nhitng chuyén
gia thuc thu va biét ro nhitng cai tién nao sé hoat
doéng hiéu qua vi lgi ich cao nhit cta toan bd té
chtrc. Nghién cttu ctia Gopesh Anand, Dilip Chhajed
va Luis Delfin cho thdy nhan vién sé cdng hién hét
minh vi t6 chitc néu ho dugc trao quyén ty chi
trong cdng viéc hing ngay va tin tuéng vao sy hd
trg tr cac nha lanh dao. Cam giac quyén luc va su
tin tuéng dén tu hai phia trong qua trinh lanh dao
sé thuc day hanh vi chtt dong ctia nhén vién tuyén

dau, vi ho c6 thé phai chiu trach nhiém khong
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ngung tim ki€ém cac phuong thitc cai thién cong

viéc hiing ngay dé gitp t6 chitc hoat dong hiéu qua.

Méc du nhiing nd lyc gitp nhan vién cam
thay dugc tu quyét va dugc tin cdy trong toan bd
cong ty c6 thé mang tdi lgi ich tdi da trong cam
két cia nhan vién, tuy nhién cac nha quan ly c6 thé
bat dau tir chinh cac thanh vién trong nhém ciia
minh. Khuyén khich nhan vién chia sé quan diém vé
cac van dé quan trong, tiy quyén va chia sé quyén
lanh dao, giao nhiém vu quan 1y, thuong xuyén giao
ti€p va chdp nhin nhiing sai 1am dé hoc hoi déu co
thé gitp trao quyén cho nhan vién va khién ho tré
thanh nhiing ca nhan suy nghi doc lap, khong ngai
chdp nhan rti ro va chtt dong gép phan phat trién
t6 chic..

Thang chtic cho moi nhan vién 1én vi tri lanh
dao 1a diéu khong can thiét va ciing rat kho thuc
hién. Tuy nhién, mot nha quan Iy gi6i co thé dua ra

nhing lya chon gitp tao ra mot moi trusng dugc
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trao quyén ma khong can dén chitc danh. Mic du
chiing ta déu biét rang con ngudi luon khao khat
dia vi cao hon, M. Ena Inesi tai Truong Kinh doanh
London phat hién ra ring quyén tu quyét clng
quan trong khong kém. Trong mot nghién cau
ctia cd, nhitng ngudi tham gia duge chia thanh hai
nhom - cam thay c6 quyén va cam thay bt luc. Co
khuyén khich nhiing ngusi tham gia nghién cttu thé
hién cam xtc chan thuc nhat cia minh. Sau do, ho
phéi lya chon mua sdm & mot cira hang gan do voi
rat it mat hang hodac mot cira hang xa hon nhung
v6i nhiéu mat hang hon. Khi nhitng ngudi tham gia
cam thay bt luc, ho khao khat c¢6 nhiéu lya chon
hon. Trong khi d6, nhitng ngudi tham gia v6i cdm
giac quyén luc van thay hailong du c6 it sy lya chon
hon. Inesi cho biét* “Hay tudng tugng mdt nguci
dang ndm gitr vi tri cdp thap 6 mot té chiic nao do.
Ban c6 thé lam cho mét ngudi duong nhu dang bat

luc c6 nhitng cam nhén tot dep hon vé cong viéc va
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nhiém vu bing cach dua ra mdt sd lua chon trong
cach thirc thyuc hién céng viéc hoidc vé du an dang

ti€n hanh”

Moi ngudi can tin tuéng vao kha nang kiém
soat tinh hinh ctGa ban than, dac biét 1a trong
nhing giai doan thay d6i va khong chic chén, hodc
ho c6 thé ap dung diéu ma nha tam ly hoc Martin
Seligman tai Pai hoc Pennsylvania goi 1a “bat luc
tap nhiém”, trong d6 ho sé dung lai moi no luc trong
codng viéc. Cling dong quan diém trén, Giao su tam
1y hoc Ellen Langer ciia Pai hoc Harvard da tién
hanh nghién citu vé sy tinh thtic va lya chon, ong
phat hién ra viéc mang dén cho moi ngusi nhiing
lya chon trong mai truong cia ho thuc su gitp kéo

dai tudi tho.

Tom Peters tung noi: “Cac nha lanh dao dich
thuc sé€ khong tao ra nhitng nhan vién trung thanh,;
ho sé tao ra nhiéu nha 1anh dao hon”” Trao cho nhan

vién quyén tyu cht thuc sy va giup ho cam thay
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manh mé hon khong chi la co hoi t6t nhat giap giai
quyét xu huéng thd o va thi€u gan két véi té chir,
ma con la trong tam trong chién luge canh tranh

hién dai.

HARRISON MONARTH 1a chuyén gia khai vin doanh nghiép va tic gia ctia
cudn sach ban chay nhdt The Confident Speaker (tam dich: Dién gia tu
tin) va Excutive Presence (tam dich: Su hién dién dic biét) do t& New York
Times binh chon. Harrison lam viéc véi cac nha lanh dao va té chic vé
thay d6i hanh vi tich cuc, 1anh dao dich thuc va giao ti€p hiéu qua. Cudn
sdch méi nhat clia dng mang tua dé Breakthrough Communication. Ban co

thé theo doi 6ng dy trén Twitter @HarrisonMonarth.
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1. Y. Kifer va cong sy, “The Good Life of the Powerful: The Experience
of Power and Authenticity Enhances Subjective Well-Being”, tap
san Psychological Science 24, s6 3 (2013): 280-288.
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SuU dung
hiéu qua
"siéu nang luc"

Cam xuc rat dé lan truyén

Peter Bregman
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0i gip chi€c xe dap va mang theo vao
sanh toa nha van phong 6 khu trung tam
Manhattan. Nhéan vién bao vé dang ngoi sau
ban lam viéc nguéc 1én nhin t6i, nhan mat, roi lai

nhin xudng va lam bam gi do.
T6i hoi nhan vién do: “Xin 16i, c6 chuyén gi vay?”
Anh ta thé dai va im 1dng mot lic. Sau do, anh

ta khong them nhin t6i va noi: “Anh khong dugc
mang cai d6 vao day”

Liac nay toi suyt 16 taxi, va gio day su viéc nay
lai khién tdi thdm chi mat ty tin hon. Ly do khong

phéi & nhitng gi anh ta nodi - toi ting gap nhiéu nhan
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vién bao vé khong mudn moi ngusi mang xe dap
vao toa nha - ma nam & giong diéu khinh thuong,

lanh lung ctia anh ta.

Toi ¢6 ging gitr binh tinh va vui vé, cho anh ta
thdy mic do gon gang ctia chiéc xe khi gap lai. Toi
ndi toi co thi bao ngoai ctia chiéc xe va co thé dit
nod vao, nhung anh ta van khong thay déi quan diém.

Cudi cting, sau khi t6i vién dan luét vé quyén
st dung xe dap tai cac toa nha cé thang may chd
hang chdp nhin xe dap tai thanh phd New York,

anh ta méi cho toi vao.

Khi di dén thang may chdé hang, to6i mim cudi
v6i nguoi van hanh thiét bi dang bong dua véi cac
cong nhan xay dung. Anh ta nhin t6i, roi quay lai
nhin ban bé va tiép tuc tro chuyén. T6i cam thay
khong thoai mai khi phai dgi mét luc, sau do hoi
xem liéu anh ta c6 thé dua tdi 1én tang 19 khong.

Anh ta néi v6i v6i ban beé diéu gi do kha bat lich su
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vé nhiing ngudi thué van phong, sau d6 dan toi 1én
ma chang noi nang gi, dé tdi & mot tién sdnh nho co
khoa cira nhung khong rd 16i vao.

Khi t6i dang hoi lam thé nao d€ vao trong thi
anh ta da déng ctra thang may. Anh ta néi to qua
clra thang may da dong: “Thir &n nGt xem.” Toi thay
c6 nGt & do va dn thi. Lic dy, t6i cam thay ban than
con thap kém hon ca nhitng ngudi thap kém.

Sau d6, nhu thé mot phép mau xuit hién, budi
sang cia toi da thay doi.

Lisa (tén nhan vat da dugc thay ddi), nhan
vién 1€ tdn, m& cira roi cat ti€ng chao toi: “Xin chao!
Chéc hén anh 14 Peter. Chao mirng anh!” C6 &y mim
cuoi nhung sau do6 c6 vé ai ngai, “Tai sao anh lai
xudt hién trong thang vin chuyén hang hoa vay?”

Téi giai thich vé viéc minh vira gip va cd ay
nhan mat vé thong cam. “Toi rat xin 16i. biéu do

that toi té. Hay dé toi cam xe dap gitp anh”
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Téi cam giac nhu c6 thé khoc vi hanh phc.
Chi trong giay lat, Lisa da xoay chuyén cam xuc ctia
toi tir vong xoay tiéu cuc ctia ndi tirc gidn, chan nan
va tuyét vong sang vong xody tich cuc cda sy nhe

nhom, cdm kich va hanh phtc.

Va d6 la khi tdi nhén ra: Tat ca chung ta déu

0 siéu nang luc.

Chting ta c6 thé khi€n moi nguoi cam thay tot
dep hoac tdi té chi bing mdt diéu don gian nhu cir
chi, biéu cam, 16i n6i hodc giong diéu.

Nhung hay chg da. Liéu toi thuc su ¢6 thé d6
16i cho ngudi khac vé su kho chiu ctia chinh minh?
Chang phai méi ngudi déu phai chiu trach nhiém vé
tam trang cta chinh minh hay sao?

Chang t6i nhan thdy rang cing giéng nhu
bénh cam lanh thong thudng, cam xtc c¢6 tinh lan
truyén. Sau khi ti€n hanh nghién cu trén 70 nhém

lam viéc thudc nhiéu linh vuc khac nhau, Caroline
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Bartel tai Dai hoc New York va Richard Saavedra tai
bai hoc Michigan nhin thay nhiing ngusi lam viéc
cting nhau déu c6 chung tam trang, ca tot va xau.!

Tam trang mang tinh dong quy.

biéu nay dac biét quan trong ddi véi nhiing
ngudi co chitc vy, béi vi hon ai hét, cac nha lanh dao
la nhing ngudi thiét 14p va lan truyén tam trang.
Néu da ting 1am viéc trong van phong, han ban sé
trai qua diéu nay. Khi sép c6 tdm trang khong tét,
mau thuan c6 xu hudng gia tang. Ngugc lai, khi sép

c6 tam trang tot, moi ngudi sé thoai mai hon.

Diéu do6 c6 dong nghia rang ching ta khong
phdi chiu trach nhiém khi tc gian véi ai do &
hanh lang? D6 c6 thuc su la 16i ctia anh chang da
va vao chung ta trén tau dién ngam va khéng xin

16i hay khong?

Hay nhin nhan ti mét goc do khac: Néu bi lay

cam lanh tir ai d6, ban ¢6 thé di xung quanh va hit
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hoi vao ngudi khac hay khong? Ban c6 thé dé 16i
cho ngudi khac vi gay anh huéng dén tam trang ctia
ban, nhung ban phai chiu trach nhiém vé nhiing gi
gay ra cho ngudi khac.

Tuy nhién, khi bi cam lanh thi that kho dé
tranh lay nhiém cho nguoi khac mdt cach triét dé.
Vai nam truée, toi nhan dugce 16i mdi khai van cho
Renée - quan Iy cdp cao tai mot cong ty ban 1é tén
tudi. Nhiéu y ki€n phan hoi ring c6 dy qua khit khe
v6i nhan vién. Renée thuong xuyén to tiéng, chi
trich gay gt va si nhuc cac nhan vién méi khi ho

mac sai lam.

Khi no6i chuyén véi nhitng nguoi khac trong
van phong, to6i phat hién ra vi giam déc truc tiép
ctia Renée cling c6 cach hanh xir v6i nhan vién
cap du6i tuong tu nhu vdy. Anh ta rat nong tinh,
thuong xuyén la ming va yéu cau moi thr phai

hoan hao.
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That khong dé dang cho Renee khi d6i x{ v6i
cép dudi theo cach khong hé tot dep, nhung cling
con kho hon khi khong lam nhu vay.

Do tam trang luén anh huéng dén hiéu suat
nén doanh nghiép ciing giap phai nhiing van dé
tuong tu. Theo nghién ctu do Sigal Barsade tai
bai hoc Yale thuc hién, tam trang tich cuc gitp
thac day hop tac, gidm thiéu xung dot va gia tang
hiéu suat.

Vay giai phap la gi?

Hay hiéu roé cam xdc va tam trang ctia ban
than, coi ching nhu bénh cam lanh thong thuong.
Khi bi lay nhiém do thé trang kém, hay hit thé sau,
nhén biét cam giac va khong khién no lay lan.

Thay vao do, hay dong cam, quan tam va vui vé
v6i moi ngudi vi diéu dé sé khién ho cam thay hanh

phtc hon, gan két hon va lam viéc hiéu qua hon.
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Mot thong tin tich cuc la theo nghién ciru ctia
Barsade, tam trang tich cuc cling dé lan truyén nhu

tam trang tiéu cuc.

Thé nhung, d6 c6 thuc sula mot lya chon? Khi
dang & trong tam trang toi té, ban c6 thé quyét dinh
ban than sé hanh phic hay khong? Theo t6i, gia vo
hanh phtc thuc su la diéu kho khan, gia tao, thim
chi khong trung thuc. Nhung t6i da tim ra mot giai
phap kha don gian dé xoay chuyén tinh thé, do la
long tot.

Bat ké tam trang toi té dén dau, hay cd gang
doi x{r tir t€ v6i nguoi khac. Diéu d6 ludn tac dong
tich cuc dén nhiing ngudi xung quanh cling nhu
ban than toi. Va that tuyét, tam trang cta toi cling

dugc cai thién theo.

Khi Lisa dua to6i dén van phong cta khach
hang, t6i da ké cho anh ay nghe c6 1€ tan tha vi

da xoay chuyén budi sang tdi té cfia toi nhu thé
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nao. Anh ay dap lai bing mét cau chuyén ciia riéng
minh. Mot 1an no, khi Lisa bi 6m va khong thé dén
lam viéc, mot ngusi dan dng tram tinh va de dit tén
Frank lam thay c6 ay. Du khong phai kiéu ngudi soi
ndi, hoa dong, nhung Frank da quen v6i phong cach
vui vé clia Lisa. Giong nhu nhitng ngudi khac trong
van phong, anh ay nhin dugc email chao budi sang
héng ngay ctia Lisa. Vao mot ngay dac biét khi duge
yéu cau lam thay cho Lisa, chi riéng nhiing ky tc vui

vé cting dt anh huéng dén anh &y.

Diéu dau tién ma Frank lam vao sang hom
do la viét mot email glri t6i toan bd nhan vién van

phong: “Pizza cho bita trua nhé! Chtc moi ngudi co

PETER BREGMAN la CEO ctia Bregman Partners, mot cdng ty tu van va
hé trg nhitng ngudi thanh coéng trd thanh nhiing nha lanh dao xuat séic
hon, thiét 1ap cadc nhom hiéu qua hon va lan truyén cam hiing nhim mang
lai nhitng két qua tuyét vai. Ong 1a tac gia ctia nhiéu cudn sach best-

seller, ¢ thé ké dén 18 Minutes, Leading with Emotional Courage
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(tam dich: 18 phut, dan dau bing cdm xtc diing cam), déng thi la

ngudi dan chuong trinh “Bregman Leadership Podcast”.

Chu thich

1. C.A. Bartel and R. Saavedra, “The Collective Construction of Work
Group Moods”, Administrative Science Quarterly 45, s6 2 (2000):
197-231.
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Cam giac quyén luc
huy hoai
niém vui séng

Quyén luc I6n hon, dau khé nhiéu hon.

Trevor A. Foulk va Klodiana Lanaj



an da bao gio cam thay khéng dugc ton

trong, bi tén thuong hoac khoé chiju khi tié€p

xtc v6i cap trén nao d6 dang ngdi trén
chiéc ghé€ quyén luc chua? Néu da tung thi ban
khong phai 1a ngusi duy nhdt gap phai diéu do.
Nhiéu nghién ctru cho thdy con ngudi c6 xu huéng
lam dung ngudi khac khi cam thay c6 duge quyén
luc, dong thai thé hién sy tng ho v6i quan diém
“quyén luc c6 xu hudng tha hoa, va quyén luc tuyét
doi sé lam tha hoa tuyét doi” Mot s6 nghién ctiu
chi ra rang nhitng nhan vién bi lam dung sé phai
chiu dung dau khd, lam viéc kém hiéu qua, thiéu

sang tao va c6 nhiéu kha nang bo viéc.? Mat khac,
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nhiing ngudi lam dung quyén luc duosng nhu mién
nhiém v6i nhitng hanh vi tiéu cuc cta ho: nghién
ctu cho thay ho van tié€p tuc cudc séng hing ngay

nhu thé khong c6 chuyén gi xay ra.

Nhung néu day khong phai la toan bo cau
chuyén thi sao? Diéu gi sé xay ra néu quyén luc
cling mang dén mot cai gia phai trd cho nhitng nha
lanh dao quyén uy?

Chting t6i da ti€én hanh khao sat doi voi 108
nha quan ly trong 10 ngay lam viéc lién tuc dé
nghién ctru vé kha nang d6.* Nhiing quén ly nay
lam viéc trong cac td chitc khac nhau thudc nhiéu
nganh nghé, linh vuc, bao gom cham soc sic khoe,
k¢ thuat, gido duc va ngan hang. Mac du cac nha
lanh dao s6 hitu quyén luc 6 mot mic dd nao do
trong hé thong, tuy nhién nghién citu cho thiy cam
giac quyén luc ctia mdt nguoi thuong xuyén dao
dong va c6 thé dugce kich hoat bdi mot s6 su kién

nhdt dinh (vi dy, 16i nhic nhé vé vai tro dang dam
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nhin, tham dy cudc hop ctia cap quan ly, dua ra
quyét dinh tuyén dung hoac sa thai). Dé nghién ctru
vé tac dong ctia quyén luc hing ngay, chung toi da
chi dinh ngau nhién nhiing ngudi tham gia vao 5
“ngay quyén luc” va 5 “ngay khong gi ca”. Vao nhing
ngay quyén luc, cac nha quan Iy duge yéu cau suy
nghi va viét vé thoi diém ho ndm git quyén luc doi
v6i nguoi khac, sau d6 hoan thanh mot s6 bai tap
ngin vé tir vung (ching han nhu “Hoan thanh tir
vung sau v6i tir dau tién nghi dén: p_w_r"). Nghién
cltu chi ra ca hai cach thic nay déu kich hoat cam
giac quyén lyc. Vao nhiing ngay doi chiéu, cac nha
quan ly hoan thanh nhiing bai tap tuong tu nhung
khoéng lién quan dén quyén lyc. Vi du nhu mo ta 16
trinh di lam vao ngay hom d6 va hoan thanh cac cau
mang nghia chung chung (“Hoan thanh doan tur sau

vGi tir dau tién ma ban nghi dén: i_la_d").

Nhitng ngudi tham gia da tuong tac véi dong

nghiép, quan ly va khach hang ctia ho trong suét
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qua trinh nghién ctu, diéu nay mang lai cho chting
ta nhiéu co hdi dé danh gia hanh vi ctia cac nha lanh
dao tai nhiéu théi diém trong ngay, ca 6 noi lam viéc
1an & nha. Ching t6i giti email cac lién két khao sat
dén nhiing ngudi tham gia ba 1an moi ngay: Panh
gia hanh vi thao ting quyén luc bang cudc khao sat
budi sang, trong d6 nhiing ngudi tham gia can phai
hoan thanh vao khoang 8h28; danh gia hanh vi lam
dung hing ngay va su bat luc ctia nhiing ngudi khac
vao cudi ngay lam viéc, vao khoang 17h23; danh gia
muic d§ thu gian va nhu cau hanh phuc khi & nha
vao khodng 20h24.

Phu hgp véi cac tai liéu thé hién ban chat
tha hoéa cta quyén luc, ching téi nhin thay
nhiing ngudi tham gia c6 nhiéu tuong tac tiéu
cuc hon véi ngudsi khac vao nhiing ngay ho cam
nhén dugc quyén lyc. Nhitng tuong tac tiéu cuc
nay c6 hai dang: Nhitng ngudi tham gia cho biét

ho ¢6 nhiéu hanh vi lam dung hon ddi véi ngusi
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khac (quat thao hoac chii thé nhiéu hon, cu x
thoé 16 hoac ché giéu dong nghiép), tuy nhién
ho cling nhan dugc phan tng khiém nha hon tu
nhing ngudi khac (ho cam thiy dong nghiép ddi
X v6i ho thi€u chuyén nghiép hon, néi chuyén
vGi giong diéu coi thuong va gan nhu khong cht
y dén nhiing phat biéu va y kién ctia ho). Nhing
phat hién nay phu hop véi nghién clru truéc do
vé tdm anh hudng clia sttc manh tam 1y. Quyén
lyc khién ching ta tré nén coi thuong va xa cach
nguoi khac vé mat tam ly, va viéc 1ay d6 lam
phuong tién dé thuc hién muc dich ctia chiang ta
giai thich 1y do tai sao quyén luc dé bi lam dung.
bong thai, sttc manh tam 1y khién chiang ta cam
thay minh dac biét va dang dugc nguai khac cha
¥, ton trong va uu ai hon. Nhitng ky vong bi théi
phong nay thuong khoéng duge dap ung, khién
cho nhiing ngudi ndm gitr quyén luc cam thay bat

lyc nhiéu hon so v6i nhitng nguai khac.
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Mac du phat hién cta ching toi khic hoa mot
bt tranh kha &m dam vé nhiing tac dong ma quyén
luc gay ra d6i véi cac nha lanh dao, van c6 mot s
diém dang c6 thé lac quan. Thu nhdt, sitc manh
tam 1y khong tac dong dén moi ngusi véi cung
mot miac dd. Vi dy, qua mot cudc khao sat vé tinh
cach, chung t6i nhan thay rang cac nha lanh dao dé
chiu thuong it lam dung ngudi khac hon khi sé httu
quyén luc. Nhitng ngudi dé chiu thuong quan tam
dén hanh phtc cfia ngud¢i khac va uu tién duy tri
moi quan hé tich cyc voi dong nghiép. Mong mudn
mang tinh bam sinh vé viéc duy tri su hoa hgp cé
thé giai thich Iy do tai sao cac nha lanh dao t6t tinh
khong thuc hién hanh vi lam dung khi s& hitu quyén
luc. Do viy, ban chit tha hoa tuyét ddi cltia quyén

luc c6 vé khong tuyét doi nhu ching ta van nghi.

Thit hai, nhiing ngudi ndm gitr quyén luc sé
dé bi tdn thuong bsi nhiing hanh vi khong tot dep

cta chinh ho. Khi khdo sat cac nha lanh dao vao
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budi t6i, chiing t6i nhian thay cac nha lanh dao
quyén luc thuc hién hanh vi lam dung va phai chiu
thai do khi€m nha tr ngudi khac cho biét ho cam
thay ngay lam viéc két thiuc & mtc dé kém hiéu
qua hon - ho cam thay nang luc giam st, it co
kha nang lién hé voi ngudsi khac va thiéu tu chi
hon. Ngoai ra, nhitng ngudi sé hitu quyén luc va
lam dung ngudi khac sé hiém khi tim dugc cam
giac nghi ngoi va thu gian khi 6 nha. Nhiing phat
hién nay dua ra dé xuit vé su “chan nan quyén
luc” - nhling anh huéng ctia quyén luc trai qua
trong ngay lam viéc sé lam suy giam stc khoe cta
cic nha lanh dao vao budi toi, khi ho & nha. Nhin
chung, sy thao ting quyén luc chiém 15% cong
viéc hang ngay va 2% su nghi ngoi, thu gian cta
quén 1y. Nghién cttu cho thay rang, mdt hanh vi
thao ting quyén luc nhoé bé vao budi sang cling
c6 thé gay ra nhing tac dong dang chua y dén sic

khoe kéo dai dén tin budi toi.
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Tai sao quyén lyc lai lam tén hai dén niém
vui cia cac nha lanh dao ngay ca khi ¢ nha? Van
dé nay co6 thé do cac tuong tac tiéu cyc ma quyén
luc gay ra da de doa khéa nang duy tri quyén luc
ctia cac nha lanh dao déi véi ngudi khac tai noi
lam viéc; nhiing ngudi cdp dudi bi lam dung co
thé tra dia hodc khong tuan theo cac yéu cau ctia
cac nha lanh dao c6 tinh cach lam dung. Mot kha
nang nia la nhitng nha lanh dao quyén luc c6 thé
cam thdy tdi 16i vi ho nhin ra minh da vi pham cac
chuidn muc xa hdi trong cach (ing x{ tai noi lam
viéc, do d6 ho vo hinh trung thé hién hanh vi tiéu

cuc 6 nha.

Mic du dai da s6 moi ngusi mudn sé hitu
nhiéu quyén lyc va anh hudéng hon, tuy nhién
nghién cltu ctia chiing tdi cho thdy quyén luc khong
chi thtic ddy chting ta lam nhiing viéc t6i té ma con
c6 thé gay ra tam trang xau hon khi ¢ nha. Do do,

diéu quan trong la phai lam diu lai quan diém lac
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quan ctia ching ta vé quyén lyc va bat dau can nhic
nhiing cai gia phai trd do né gay ra.

Nhiing ngudi ndm gitr vi tri quyén luc can phéi
nhan thitc dugc anh huéng tiéu cyc ma quyén luc
c6 thé gay ra do6i v6i mo thirc tuong tac cta ho véi
nhiing ngudi khac, cling nhu v6i niém vui ctia chinh
ho. Dé nghi cac cd van va dong nghiép dang tin ciy
gitp chiing ta duy tri tinh than trach nhiém khi cu
XU tai noi lam viéc co thé 1a mot viéc lam hitu ich.
Xét tlr goc do t6 chi, chi dinh nhiing nhan vién co
tinh than trach nhiém dam nhan cac vai tro quyén
luc c6 thé dem lai hiéu qua, bsi nhitng nha lanh dao
nay sé it lam dung quyén luc hon.

Ngudi ta thuong noi: “Quyén luc cang l6n
thi trach nhiém cang 16n” Nhu chiing t6i da chi ra
trong nghién ctu nay, quyén luc 16n hon duéng nhu

cling di kem véi viéc phai chiu dung nhiéu hon.
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TREVORA. FOULK la Pho gido su tai Truong Kinh doanh Robert H. Smith
thudc bai hoc Maryland.

KLODIANA LANAJ 14 Gido su Walter J. Matherly tai Cao déng Kinh doanh

Warrington thudc Pai hoc Florida.

Chu thich

1 Anderson va S. Brion, “Perspectives on Power in Organizations”,
Annual Review of Organizational Psychology and Organizational
Behavior 1(2014): 67-97.

2. E. X. M. Wee va cdng su, “Moving from Abuse to Reconcili-ation:
A Power-Dependence Perspective on When and How a Follower
Can Break the Spiral on Abuse”, Academy of Management Journal
60, s6 6 (2017): 2.352-2.380; S. Aryee va cong su, “Abusive
Supervision and Contextual Performance: The Mediating Role
of Emotional Exhaustion and the Moderating Role of Work Unit
Structure”, Management and Organization Review 4, s6 3 (2008):
393-411; D. Liu, H. Liao va R. Loi, “The Dark Side of Leadership:
A Three-Level Investigation of the Cascading Effect of Abusive
Supervision on Employee Creativity”, Academy of Management
Journal 55, 86 5 (2012): 1.187-1.212; C. L. C. Farh va Z. Chen, “Beyond
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the Individual Victim: Multilevel Consequences of Abusive
Supervision in Teams”, Journal of Applied Psychology 99, s6 6
(2014): 1.074-1.095.

T. A. Foulk va cong su, “Heavy Is the Head That Wears the
Crown: An Actorcentric Approach to Daily Psychological Power,
Abusive Leader Behavior, and Perceived Incivility”, Academy of

Management Journal 61, s6 2 (2018): 661-684.
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Lam viéc vai kiéu
nguadi thao tung
thé nao cho hiéu qua?

Hay khang dinh ban than, chéng lai
nhirng ké lam dung quyén luc.

Liz Kislik
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au hét nhing ngudi da ting di lam déu

phai doi mat véi ki€u ngudi thao ting tai

noi lam viéc, tuy nhién da s6 déu td ra do
du khi cong khai méi lo ngai d6. Ly do chinh dang la
khi mot ngusi dam thyc hién diéu nay, nhiing phan
tng thuong gap trong cong ty sé chuyén tir canh
giac, bac bo sang cong kich lai chinh nan nhan thay
vi ké da lam diéu sai trai.

That dang ti€c, nhiéu noi lam viéc lai khuyén
khich nhiing ngudi thao ting vi ho thudng hoan
thanh tdt cong viéc, bat chdp hanh vi lam dung
do co thé gay ra nhiing tén hai dang ké dén nang

suit va nhan luc theo thoi gian" dic biét la khi ban
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khong thé nho ngudi diig dau té chitc hoac nhitng
ngudi co6 tham quyén khac thay mét ban can thiép.
Chuong nay sé giup ban chudn bi cach ti€p can
riéng dé ddi pho ma khdng can khai kién.

Trong gan 30 nam lam nghé c6 van, toi gip
phai vo s6 truong hop lién quan dén hanh vi thao
tang, bat nat va sir dung quyén luc khéng phu hop.
Co ba cach phan ting hiéu qua dé déi pho voi nhiing
kiéu ngudi thao ting phd bi€n nhat, ngay ca khi
cép béc, quyén luc hoac dia vi ctia ban thap hon.
Nhiing cach phén ing ndy chi it sé gitip ban khing
dinh ban than, 1dy lai cadm giac kiém soat, dong thoi
chudn bi mot k€ hoach dai han thay vi phai chiu

dung trong im lang.

Thur nhat, hdy canh gidc khi dugc quan tam,
déc biét la khi dudc quan tam qua muc

Nhiing ké thao ting thuong khong thé hién ban

chat thuc su khi bat dau mdi quan hé. Trén thuc
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té, ho thuong thé hién ban than la dong minh hoic
ngudi dang tin ciy dé chia sé nham ti€p cin dé danh
gia cac s¢ thich cling nhu nhiing gi ho c6 thé nhin
tir ban. Nhitng ngudi nay c6 thé danh gia chinh xac
ai dt khon ngoan va tu tin dé€ hoat dong doc 1ap va

ai muon ldy long hoac dé xau hd.

That tha vi khi dugc mot dong nghiép co
quyén luc hoidc cép trén td ra quan tam, nhung ban
can than trong néu tiing nghe nhimg diéu dang sg
vé ho. Dic biét, hay canh giac khi ai d6 n6i rang ban
la ngusi ma ho yéu mén, nhung lai thudng xuyén
dua ra nhiing chi trich nhé nhat khién ban cam thay
tdi té, xtic pham ban khi n6i chuyén véi ngudi khac
hoac gay ap luc budc ban phai lam nhiing viéc trai
v6i s6 thich nham duy tri 1gi ich cta ho.

T6i tiing gap mot giam doc diéu hanh cdp cao
bi dong nghiép gay tén thuong. Ngusi dong nghiép
nay luon t6 ra cong khai ting hd va la ban tét cta vi

giam doc do, nhung lai thuong xuyén vach ra nhitng
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khiém khuyét va sai lam tudng chirng mang tinh xay
dung, nhung thuc chit lai khién cd 4y mat tu tin. C6
dy dan nghi ng6 nang luc ctia chinh minh va bat dau
hanh dong nhu mét cong su dudi quyén ctia ngudi
dong nghiép thao ting kia thay vi bao vé su nghiép

ctia ban than.

Khi nhén ra nhiing gi dang xay ra, vi giam doc
yéu dudi nay van gap kho khan khi tdch minh ra
khoi ngusi dong nghiép d6 va danh mat vi thé cling
nhu dnh huéng to 16n véi cac ddong nghiép khac. Co
dy khong con gilr dugce uy tin va hinh anh ban than
nhu trudc va khong thé 1ay lai vi thé hay tam anh
huéng cho dén khi roi khoi cong ty.

Tha hai, sdn sang déi dau céng khai
& pham vi nhd

Doi khi, cach duy nhat dé vach tran hanh dong ctia
ké thao tang la déi dién tryuc ti€p. biéu nay co6 thé

kho thuc hién khi ban 1a cap du6i. Thidm chi ngay
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nhiing 1anh dao cip cao ciing c6 thé kinh ngac dén
muic khong thé tin néi, hoac khong biét noi gi khi
ai d6 dam pha v3 cac chudn muc hanh vi thong
thuong dé tim ki€m sy cong bing bt chip nhing
tén hai vé mit té chic. Vi vdy, khi mot ngudi vira
can dam vura khon ngoan can thiép vao sé khién ké
thao ting nhan ra hanh vi cia ho da bi phat hién,
tir d6 gitip nhiing ngudi xung quanh nhén thiy ho
c6 thé can thiép va dam béao an toan cho ban than
trong qua trinh lam viéc.

T6i tung tham du mot cudc hop khach hang,
trong d6 mot giam ddc diéu hanh bao céo qua dién
thoai va nhiing thanh vién con lai trong ban lanh
dao déu c6 mat day dd. Tai mot thoi diém, mot Pho
chi tich néi tiéng tu lgi va thao ting nhuén may td
vé ngac nhién, lién tuc lic dau va nhan vai nhu dé
biéu thi v6i cac ddng nghiép trong phong rang éng
ta khong dong y v6i nhitng gi ngusi dong nghiép kia
dang noi hodc khong hiéu tai sao anh dy lai noi vay

- nhung 6ng ta khong néi mot 16i nao.

98



Lam viéc vdi kiéu ngudi thao tung ...

Vi giam ddéc bao cao qua dién thoai khong hé
biét uy tin va ndi dung ctia anh ay dang bi ngudi khac
coi thudng. Toi beén truc ti€p hoi vi Pho chii tich thao
tang kia rang: “Anh c6 mudn bd sung diéu gi khong?
Co vé nhu anh phan d6i manh mé nhiing gi ching
ta via dugc nghe. Anh muén phan bac két ludn
hoac bat ky chi tiét cu thé nao, hay hai long véi ban

bao cao?”

Vi Pho chi tich pht nhan viéc phan doi bao
cao, nhung rd rang 6ng ta khong thoai mai khi bi
tdi don vao thé bi va khéng thé 1én mat hay tudn
nhiing 16i phi bang vao déng nghiép. Va di nhién
la sau chuyén nay, nhitng ngudi khac da biét dugc

rang éng ta hoan toan c6 thé bi ha bé.

Thtr ba, tir chéi giit bi mat hodc dién giai theo céch
binh thudgng héa hanh vi thiéu trung thuc

Thay vao do, hay thang than, trung thuc va gitt viing

14p truong. Nhitng ké chd muu ¢ thé coi ban nhu
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mot “ngudi truyén tin” ndi bd, cung cap cho ban
nhing miu tin tha vi vé nhiing thi€u sot va that bai
clia nguoi khac, nhu thé chi ban méi ¢6 thé tu duy
va quyét dinh diéu gi quan trong. bung dé nhiing
16i tang bdc gian ti€p danh lua ban. Hay hoi nhiing
chi tiét cu thé dé vach ro y dinh: “Toi khong chéc
anh mudn noéi gi. Tai sao anh lai noi véi toi dieu
nay? Anh dang yéu cau toi lam gi?”

Téi tung lam tu van cho 1anh dao ctia mét cong
ty. Ngudi nay thuong tranh nhiing mau thuan truc
ti€p va 6 gang dé nhiing ngudi khac - bao gom cé
tdi - truyén dat nhing thong diép ma c6 ay ngai
dua ra. Thay vi dé co dy che gidu nhiing 16i chi trich
sau lung ngudi khac, tdi sé néi nhiing diéu nhu: “Co
da néi ro rang khong thich cach James xir Iy xung
dot trong nhoém anh dy. Téi sdn long t6 chirc mot
cudc gip ba bén gitra toi, cd va James dé c6 co thé
giai thich méi lo ngai ctia minh, sau do toi sé lam

viéc v6i anh dy vé van dé quan Iy nhom.” Gio day, cd
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ay da hiéu kiéu hanh vi cia ban than va dugc hé trg
dé thay ddi nén it khi trat bé nhitng tinh huéng ric

roi sang nguoi khac.

Néu ban 1a cép trén ctia ngudi thao tung, cach
hiéu qué nhit la chuin bi mot ké hoach hanh dong
chat ché va phan tng kip thoi bang cac phuong phap
nhu trén, sau d6 dua ra phan héi hanh vi cu thé cho
dén khi ho budc phai tir bd nhiing théi quen khong
phtthgp hodc ban loai bé dugc ching. Trong trudng
hop quyén luc va tam anh hudng & mic thap hon,
ba cach ti€p can nay sé€ giip ban bao vé ban than va
han ché t6i da tac dong tiéu cuc dén ban va nhiing
ngudi con lai trong té chiic, miénla ban san sang 6 lai

cudc choi.

LIZ KISLIK hd trg rat nhiéu loai hinh té chic, tir cac doanh nghiép trong
danh sach Fortune 500 cho dén nhiing té chic phi lgi nhuén qudc gia va
doanh nghiép ho gia dinh giéi quyét nhiing vin dé hoc bia nhét. Ba giang
day tai Dai hoc New York va Pai hoc Hofstra, dong thoi la dién gia tai
chuong trinh TEDxBaylorSchool.
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Tinh duc, quyén luc
va hé thong xa hoi
bién nhirng ngudi dan 6ng
thanh Harvey Weinstein

Nhirng cai tén xuat hién trén bao co thé thay
déi, nhung lam dung quyén luc 13 diéu cé
thé du doan trude va ludn I3p lai.

Dacher Keltner
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an dau tién nghe ké vé hanh vi “san méi”

ctia Harvey Weinstein!, tam tri t6i da nay ra

nhiing hinh phat giéng v6i chau Au thai Phuc
Hung hodc bd phim A Clockwork Orange: che mat
ong ta bang mot chi€c mat na 6 nhuc duge st dung
rong rai tir nhiéu thé ky truée & Plc; gay séc thuy
tran dé ong ta c6 thé cam nhan dugc nhiing gi ma
nhiing ngusi phu nit ong ta san dudi da phai chiu
dung. Khi bi€t dugc mdt hanh vi bat cong nao do,
con nguoi chi tdp trung vao cach loai bé hodc trung

phat ké phai chju trach nhiém.

1. Harvey Weinstein la nha sin xudt phim néi ti€ng & Hollywood,
bi phat tu 23 nam vi cac tdi danh cudng btc, hi€p dam hang loat
phu ntw.
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Tuy nhién, nghién ctru tam ly xa hdi ciia toi vé
quyén luc cho thay ring ngoai viéc két toi nhiing ca
nhén c6 hanh vi bang hoai, chung ta cting can phai
xem xét lai hé thong xa hoi da dién ra hanh vi lam

dung dé.

Trong sudt 25 nam qua, tdi cung nhiéu nha
nghién ctu xa hoi khac da ghi chép lai mtc do
thay ddi hanh vi do cam giac quyén luc mang lai
ctia nhitng céng dan binh thuéng - mdt diéu co
thé goi la “sy tam thudng trong hanh vi lam dung
quyén luc”. Trong mot s6 thi nghiém, nhom ngudsi
quyén luc (dugc chi dinh ngau nhién v6i mot diéu
kién quyén luc) dé mic phai hai nhuge diém: Ho
khéng thé phat trién toan dién sy déng cam va
it c6 kha nang hiéu dugc cam xGc cling nhu tiép
nhin quan diém cda ngusi khac.' Va ho hanh xir
theo kiéu béc dong - vi pham dao dic noi lam
viéc. Trong moét thi nghiém khac, nhiing ngudi

tham gia (dang ndm gir quyén luc) tham chi da 1dy
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keo ctia nhiing dda tré ma khong thé hién chut

cam xuc nao.?

Nghién cttu ctia ching toi cling cho thay hai
khuynh huéng nay dugc thé hién trong mot hanh
vi tinh duc khong pht hgp trong nhiing béi canh
bi chi ph6i béi nam gidi, giong véi 16i ké cltia nhiing
phu nit bi Weinstein tdn cong. Cac nghién ctru cho
thdy nhiing ngusi dan éng quyén luc thuéng danh
gid qua muc nhu cau tinh duc cta ngusi khac va
sai 1am khi nghi rdng ho co6 stic hut doi v6i nhitng
ngudi phu nit xung quanh hon nhiéu so véi thuc
té€3 Nhiing ngudi dan 6ng quyén luc cling tinh duc
hoda cong viéc ctia ho, tim kiém co hoi dé hen ho va
quan hé tinh duc, li€c mit dua tinh gitra dudng, ti€p
xtc gan giii trong mot khoang thoi gian rat 1au méi
ngay, tir d6 vugt qua nhiing ranh giéi chuian muc

ctia hanh vi va con té hon thé nira.*

Nhiing phat hién khoa hoc gan déay cho ching
ta thay hanh vi lam dung quyén luc c6 thé du doan
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dugc va ludn tai dién. Trong qua trinh nghién ctu
vé quyén luc, téi nhan thay mdi nam déu sé c6 mot
hinh mau méi vé mot ngudi dan 6ng quyén luc lam
dung tinh duc ngudi khac trong moi bdi canh c6 thé
hinh dung - cac t6 chic ton giao, quan doi, tru s
Qudc hoi My, Phé Wall, cac t6 chitc doan thé, thé
duc thé thao, truyén thong dai chting, cong nghé,
phong thi nghiém va trudng dai hoc.

Chung ta cling nén rut ra bai hoc tu cac
nghién ctu kinh dién ma dén nay van con phu hgp
ctia Stanley Milgram vé trang thai phuc tung quyén
luc. Nhitng nghién citu nay - vén dugce truyén cam
hing tir nhiém vu ctia Milgram nhiam tim hiéu diéu
kién dan dén su trdi diy ctia Dlc Qudc xa, cho
thdy moi truong doc tai c6 thé khién nhiing cong
dan binh thudng, luong thién gay ra nhiing ct s6¢c
khiing khi€p vé mat hanh vi d6i v6i nhitng ngudi
la mat ngoai duong. Tuong tu nhu vay, moi trudng

quyén luc khong duge kiém soat sé khién nhiéu
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nguoi trong chiing ta dé bi tén thuong va tré thanh
dong pham v6i hanh vi lam dung quyén luc. Moi
nguoi c6 thé khong thich nhiing gi dang dién ra,
nhung dai da s6 sé khdng thuc hién bat cir viéc gi
dé€ ngan chan né. Pay khéng phai ly do bao chita
cho ching ta, cling nhu hanh vi cta nhitng ké lam
dung quyén luc la khong thé bao chira, tuy nhién nod
sé ngan chung ta noi d6i nhidm an @i ban than rang
ching ta cu x{ t6t hon nhiing nhan vién trong hang
phim The Weinstein Company, vi ho biét ré nhiing
viéc ma Weinstein dang lam nhung lai khong dam
1én an hanh vi dé.

Thach thirc dat ra tiép theo la thay déi hé
thong xa hoi, trong do hanh vi lam dung quyén luc
ti€p tuc dién ra va khéng dugce kiém soat. Vé khia
canh nay, tam Iy xa hoi vé quyén luc sé mang dén

cho chiing ta mét s6 goc nhin sau hon.

Tru6c tién, ching ta can lang nghe cau

chuyén tur cac nan nhan bj lam dung bsi nhitng ké
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quyén luc, béi ho cam thay kho khan va lo ngai khi
chia sé nhiing diéu d6. Nhiing ngudi diing cam 1én
tiéng t6 cao Weinstein xiing dang dugc vinh danh.
Nhiing cau chuyén nhu vay da kich thich su thay
d6i xa hoi. Vi dy, khi ngusi dan Anh bit dau nghe
nhitng cau chuyén no 1é trén cac con tau budn bi
doi xtr tdi té vao nhling nam 1700, cac nguyén tic
dao dtc lién quan dén hoat dong budn ban no 1é bat
dau thay ddéi va cac dao luat chong budn ban no 1é
ciing dan ra doi. Pua ra nhiing cau chuyén nhu vay
cling dong vai tro nhu mot 16i canh tinh dé nhiing
ngudi s6 hitu quyén luc tu tim cach khic phuc xu

huéng boc dong ctia ban than.

Chang to6i cling tim hiéu vé nhing lgi ich
khi phu nir vuon 1én ndm gitr cac vi tri quyén luc,
tu ty 1€ tham nhiing thap hon dén muc lgi nhuin
cao hon.’ Hollywood 1a mot trong nhiing linh vuc
do nam gi6i thong tri 6 mlic cao nhat, chi c6 4%

dao dién 1a nit; nhiéu dao dién va nha san xuit ni

109



Quyén lyc & tac dong

sé thay d6i can can quyén luc trong qua trinh lam
phim. Cac nghién cttu chi ra loai hinh thay d6i mang
tinh hé thong nay gitp giam kha nang xay ra hanh
vi lam dung tinh duc. Vi dy, cac nhém thiéu s6 co
nhiéu kha nang tré thanh muc tiéu cta tdi pham
thu ghét hon khi nhiing lgi thé vé s6 lugng ngudi
da trang dugc hudng tang 1én.5 Su can biang 16n hon
vé s6 lugng gitta nhitng ngudi thudc cac nhom khac
nhau sé han ché van dé lam dung quyén lyc: Nhiing
ngudi thudc cac nhém it quyén luc hon cé nhiéu
dong minh hon, ho sé néu cao canh giac vi nhiéu
kha nang ho bat dic di phai xuat hién trong cac boi
canh ma nhiing ké quyén luc lam dung quyén luc,
va ho nhiéu kha nang cam thay ban than dugc trao
quyén dé bay to su that vé quyén luc do.

Cu6i cung, ching ta can chdng lai nhiing 1y
1é hoang dudng vé hanh vi lam dung quyén luc.
Cac nha khoa hoc xa hoi da ghi lai cach thtic cac

cdu tric quyén luc mang tinh cudng bic tu duy tri
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thong qua cac cau chuyén xa héi, dién hinh nhit la
su bién minh cho hanh vi ba quyén va khong bi rang
budc ctia nhitng ngudi ding dau. Trusc day, ching
ta ting nghe ho noéi: “Ban chat sinh hoc ctia phu
ntr khong pha hgp véi vi tri lanh dao” “Ngudi My
goc Phi khong xting dang duge di bo phiéu” “Anh
ta c6 thé hét vao mit moi ngudi va vugt qua mot s6
ranh gi6i, nhung anh ta la mot thién tai” Va mot cau
noi duge yéu thich ¢ Hollywood: “Phu nir bi kich
thich béi nhiing ngusi dan o6ng c6 quyén luc nhu
Weinstein” Cac nghién ctru khoa hoc thuc té€ cho
thay mdt su thuc hoan toan khac: Khi phu nt (va
dan 6ng) bi dat vao nhiing vi tri it quyén luc hon, su
lo 1dng, ¥ thic vé ban than va cam giac bat an clia
ho tang 1én dang ké, trong khi d6 niém vui va khoai
cam (bao gdom ca trong khia canh tinh duc) cting bi
dap tat’

Pay c6 thé la thoi diém quan trong trong

cudc chién chdng lai nan tdn céng tinh duc. Dé
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moi viéc dién ra ding theo nhiing hira hen trong
boi canh nay, ching ta phai chi ra bd mit tam
thuong ctia Harvey Weinstein, va tap trung vao
viéc thay d6i bdi canh xa hoi theo nhiing cach
khién xu huéng lam dung quyén luc ctia con ngudi

tré thanh di vang.

DACHERKELTNERIa chuyén gia tam Iy hoc tai Bai hoc California va Giam
déc chuyén mén tai Trung tdm Greater Good Science. Ong ciing la tac
gia ctia cudn sach The Power Paradox: How We Gain and Lose Influence
(tam dich: Nghich 1y quyén lyc: Cach ching ta dat dugce va danh mat
anh huéng).

Chu thich

1 A. D. Galinsky cung cong su, “Power and Perspectives Not Taken”,
Psychological Science 17, s6 12 (2006): 1.068-1.074.

2. P. K. Piff cing cong su, “Higher Social Class Predicts Increased
Unethical Behavior”, PNAS 109, s6 11 (2012): 4.086-4.091.
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J. W. Kunstman va J. K. Maner, “Sexual Overperception: Power,
Mating Motives, and Biases in Social Judgment”, Journal of
Personality and Social Psychology 100, s6 2 (2011): 282-294.

D. Keltner, D. H. Gruenfeld, va C. Anderson, “Power, Approach,
and Inhibition”, Psychological Review 110, s6 2 (2003): 265-284.

Matthew Swayne, “Women Still Less Likely to Commit Corporate
Fraud”, Penn State News, ngay 13 thang 8 nam 2013, https: //news.
psu.edu/story/284069,/2013/08 /13 /research /women-still-
less-likely-commit-corporate-fraud.

D. p. Green, D. z. Strolovitch, va J. S. Wong, “Defended
Neighborhoods, Integration, and Racially Motivated Crime’,
American Journal of Sociology 104, s6 2 (1998): 372-403.
C.LangnervaD.Kclt.ncr, “Social Power and Emotional Experience:
Actor and Partner Effects Within Dyadic Interactions”, Journal of

Experimental Social Psychology 44, s6 3 (2008): 848-856.
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SuU'c manh cua
dac quyén
"binh thucng"

“Loi thé cta ban c6 thé mang lai loi ich
cho nhirng ngudi khong s& hiru ching.”

Dolly Chugh
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6i thuong quén mit rang minh la trai

“thang”. Toi khong suy nghi nhiéu vé diéu

nay. Khi ai d6 hoi tdi lam gi vao cudi tuan
nay, hoac khi dat anh gia dinh trén ban lam viéc,
tdi sé khong ban khoan vé viéc liéu nhing gi noi
ra c6 gay kho chiu hoac khién to6i bi cusi nhao hay
khong, hay khi€n mot dong nghiép dot nhién nghi
rang t6i bi ho thu hit. Van héa ctia chung t6i duge
xay dung nham gitp nhitng ga “thing” nhu tdi dugc
la chinh minh ma khong can suy nghi nhiéu. Nhung
doi voi mot s6 dong nghiép dong tinh, mdt cau hoi
don gian vé ngay cudi tuan hodc quyét dinh trang

tri khong gian lam viéc nhu thé€ nao cling gay ra
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nhiing ap luc dang k€ - hanh dong nhu thé nao,
tin tudng ai va chia sé diéu gi. Mot nghién ctru gan
day cho thay 46% ngudi lao dong thudc cong dong
LGBTQ thuong c6 xu huéng tach biét tai noi lam
viéc vi nhiéu ly do, tir lo s¢g mit viéc lam dén viéc bi
danh gia 1a rap khuon.! Khong giong nhu tdi, mot
ngudi “khong thang” sé khong c6 dac quyén song
hét mot ngay ma khong nghi dén xu huéng gisi tinh

ctla minh.

Dic quyén co thé quén di mot phan con ngudi
khong chi danh riéng cho trai “thdng” M6i ngudi
trong chiing ta déu c6 mot phan dic diém nhan dang
gitip béo vé ban than khoi nguy hiém, phan biét doi
x1t hodc thoi hai huéc ngée nghéch ma khong dugc
chu y téi. Vi dy, 8 My, néu ban 1a ngudi da tring, theo
dao Thién Chua, c6 co thé khde manh, “th.’fmg” hoac
no6i tiéng Anh, nguoi ta sé dé dang quén di nhing
dac diém nhan dang cu thé nay bai d6 chi la nhiing
dac diém “binh thuong”. Bac quyen binh thuong nay
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chi mang tinh tam thudng béi vi né bi pha tron véi
cac chudn muyc va nhitng ngusi xung quanh ching

ta, do d6 dé dang bi lang quén.

Hau hét moi ngudi & My déu sé hitu dic quyén
binh thudng dudi mét hinh thirc nao dé. Mac du diéu
nay giong nhu mot 16i cao budc, nhung khong co gi
phéi x4u hé hay phtt nhan. Pic quyén binh thudng
thuc ra la mot co hdi. Nhiéu nghién ctu chi ra rang
nhiing ngudi c6 diac quyén binh thudng cé thé 1én
tiéng thay cho nhiing ngudi khéng co dic quyén do
va tao ra anh huéng nhat dinh khi thuc hién. Boi
v6i nhiing ngudi dang muén chdéng lai sy ¢d chap
va thién vi tai noi lam viéc hoac trong boi canh rong
hon, chiing ta c6 thé dang bo 16 co hoi nhin lai chinh
minh, d6 1a str dung ban chat binh thudng ctia chiing

ta nhu mot ngudn stic manh phi thuong.

Chéng han nhu nha tdm ly hoc Heather Rasinski
va Alexander Czopp da xem xét cach moi nguoi nhin

nhan quan di€ém cta ngusi chdng phan biét chiing
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tdc.? Ho nhan thay nhiing nha quan st da tring dé bi
nhiing ngudi da trang thuyét phuc hon so v6i nhiing
nguoi da den, ngoai ra ho thuong danh gia nhiing
nguoi da den la tho 16 hon. Mau da tring mang lai
cho ngudi ta nhiéu tinh hgp phap hon so véi mau da

den khi 1én tiéng vé van dé phan biét ching tdc.

Tuong tu nhu vay, cac hoc gia David Hekman,
Stefanie Johnson, Maw-Der Foo va Wei Yang da
nghién citu vé nhitng ngudi tng ho su da dang thanh
phan tai noi lam viéc.? Nhitng ngudi ing ho su da dang
thanh phan 1a nir va khong phai da tring sé bi sé€p
danh gia kém hon so v6i nhitng ngusi khong ting ho
su da dang thanh phan 13 nir va khong phai da tring.
Khong c6 su khac biét trong danh gia § cac nha diéu
hanh 1a nam, da tréng cho du ho tan thanh sy da dang
thanh phan hay khong. Cac hoc gia cting nhan thay
diéu tuong tu trong cac quyét dinh tuyén dung. Néu
quan ly 1a nam, da tridng tuyén dung mot ngudi nao

do giéng anh ta (hoic khong gidng), thi diéu do cting
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khong anh hudéng gi dén danh gia hiéu sudt cia anh
ta. Nhung néu quan 1y 1a nam va khong phai da trang
tuyén dung mot ngudi giong anh ta, quan ly do sé bi
anh huéng nghiém trong. Noéi cach khac, dac quyén
binh thudng - phan dic diém nhan dang it dugc quan
tam - cling la chd ma chiing ta st dung, gitip ching ta

thay mat ngudi khac tao ra &nh huéng to 16n.

Nha khoa hoc chinh tri Kevin Munger da tién
hanh mot thir nghiém tha vi trén Twitter, tap trung
vao nhiing ngudi st dung tir “n” (nigger: moi den) dé
qudy roi nhitng ngudi khac va nhan thay anh huéng
nay tham chi cling xuat hién trén mang.* Ong dy
stt dung mot ing dung thuc hién tac vu ty dong
v6i dac diém nhan dang da den hodc da tring va
dang mot dong tweet dap trd nhiing ké quiy rdi:
“Nay anh ban, hy nhé ring c6 nhiing ngudi thuc su
tén thuong khi bi qudy roi bang th ngén ngir do”
Dong tweet 0n hoa nay tir mot ing dung thuc hién

tac vu tu dong ctia mot ngudi da trang voi khoang
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500 ngudi theo doi da giap kéo giam cac vu quiy
roi phan biét chiing tdc trén mang trong vong bay
ngay sau khi dang, trong khi dong tweet tuong tu tir
mot ngudci da den véi cung s6 luong nguoi theo doi
gan nhu khong tao ra tac dong gi (diéu thu vi 1a chi
nhiing ngudi dung tir “n” an danh bi tac dong, trong
khi nhitng ngudi str dung tén that va anh that khong
bi tac dong chit nao tir viéc phan doi do). Néu mot
dong tweet 6n hoa tir mot ngudi la cé thé tao ra tac
dong nay, chung ta can phai tu hoi vé tac dong tiém
tang ctia dic quyén binh thudng ctia chinh minh.

Duéi day la mot so 1oi khuyén gitp ban st
dung dac quyén binh thudng:

Dau tién, hdy tim ra nhiing dic diém nhan
dang ma ban it nghi dén nhat. Khi da xac dinh chinh
xac nhiing dac diém do, tic la ban da xac dinh duge

dic quyén binh thuong ctia ban than.

Thit hai, bdt dau tim hiéu nhing thach thic
doi v6i nhiing ngudi thi€u dic quyén binh thudng
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do6 6 noi lam viéc, truong hoc va trong céng dong.
Ban co6 thé sir dung internet dé bat dau tim ki€m
thong tin vé ngudi dau tién.

Thit ba, tim ki€m co hoi 1én tiéng va hanh dong.
Phan d6i chi 1a mot trong nhiéu cach st dung dac
quyén binh thudng. Thay vao do, chiing ta co thé dit
cau hoi, néu van dé va b sung cac quan diém vén
khong xudt hién trong cac cudc thao luan tai noi lam
viéc mot cach tu nhién. Ching ta c6 thé dua ra cac
di liéu, m&i moi ngudi tham gia cudce tro chuyén va
khuyén khich tranh luan xung quanh cac y tudng.
Chtng ta c6 thé khuéch dai quan diém ctia nhiing
ngudi khong dugce 1dng nghe tai cac cudc hop va bat
dau lai cudc tro chuyén khi ai d6 bi gian doan. Ching
ta c6 thé ghi nhin cong lao cia moi ngudi va quang
ba vé tai nang ctia ho. Chiing ta ¢ thé nhan thdy khi

nao xudt hién su thién vi va 1én tiéng khi n6 xay ra.

Thit tu, hay suy nghi vé nhilng khoanh khic

ban c6 thé vo6 tinh néi at mot nhém ma ban mudn
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hé trg. Tap trung vao ban than thay vi nhiing ngudsi
ma ching ta mudn tré thanh dong minh la diéu hét
sttc binh thuong, tuy nhién diéu nay khién ban phai
trd gia. Khi n6 xay ra, hay buéc sang mot bén hoac
lui lai va hoc hoéi tur nhitng ngudi chiu anh huéng
truc tiép tu vian dé do thay vi thé hién ban than la
mot chuyén gia. Hay nghe theo su dan dat ctia ho

trong khi sir dung diac quyén binh thudng ctia ban.

Nhiing gi it nghi dé€n nhat c6 thé 1a nhing gi
chiing ta lam t&t nhat. Méi ngusi déu c6 mot hinh
thitc dic quyén binh thudng nao do va that tot khi
nhu vdy boi vi hau hét chiing ta déu c6 nhiéu anh

huéng hon so v6i nhiing gi minh nghi.

DOLLY CHUGH 1a Pho giao su tai Truong Kinh doanh Stern thudc bai
hoc New York va la tac gia cudn sach The Person You Mean to Be: How

Good People Fight Bias.
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Chu thich

1 Human Rights Campaign, “A Workplace Divided: Understanding
the Climate for LGBTQ Workers Nationwide”, https:/www.
hrc.org/resources/a-workplace-divided-understanding-the-

climate-for-lgbtq-workers-nationwide.

2. H. M. Rasinski va A. M. Czopp, “The Effect of Target Status on
Witnesses’ Reactions to Confrontations of Bias”, Basic and Applied
Social Psychology 32, s6 1 (2010): 8-16.

3. . R. Hekman cung cong su, “Does Diversity-Valuing Behavior
Result in Diminished Performance Ratings for Non-White and
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TN-797.

4. K. Munger, “Tweetment Effects on the Tweeted: Experimentally
Reducing Racist Harassment’, Political Behavior 39, s6 3 (2017):
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Pé tao ra thay doi,
kha nang lanh dao
guan trong han
quyeén luc

M6t minh strc manh sé khéng thé tao ra
hanh déng; nhung niém tin truyén cam hing
thi hoan toan co thé.

Greg Satell



ac giam ddc diéu hanh cap thiap mo uée leo
1én dugc nhitng bac thang méi dé vuon toéi
nhiing vi tri quyén luc cao hon, sau d6 ho
c6 thé hién thuc hoéa moi thir va tao ra su thay déi
ma ho tin tudng. Trong khi d6, cac giam ddc diéu
hanh cap cao thudng cam thdy that vong vi ho thuc

su s6 hitu rat it quyén luc.

Van dé 1a mic du quyén luc cé thé budc ai
do phai thuc hién mot cong viéc duge giao, no lai
khong tao ra niém tin. Yéu cau moi ngudi lam nhiing
gi ban mong muodn la chua d, ma phai khién cho
ho cling mudn nhiing gi ban mudn - hoac bat ky su

thay déi nao cling sé chét yéu.
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Do 1a ly do tai sao cac nd luc quan Iy su thay
dé6i thuong that bai. Thong thuong, cac hoat dong
nay dugc thiét k€ dé thuc hién cac sang kién xuit
phat tir cap trén. Thuc hién ngay nhimng di€éu do
thuc sy giong nhu viéc bdo moi ngudi lam nhiing gi
ban mudén nhung theo cach tinh t€ hon. D€ tao ra
su thay déi thuc sy, vdn dé khéng nam & cong tac
quan ly ma & cong tac trao quyén. bo la sy khac biét

gitra quyén lyc va kha nang lanh dao.

Vao nhiing nam 1850, Ignaz Semmelweis la
bac si truéng khoa sdn ctia mot bénh vién nhé &
Pest, Hungary. Sau khi tién hanh nghién cttu sau
rong vé cach thic diéu kién vé sinh c6 thé han ché
nguy co nhiém trung, 6ng da thiét lap ché do ria
tay nghiém ngat va gan nhu loai bd can bénh sot

san thuong gap & phu ni sau sinh vao thoi diém do.

Nam 2005, John Antioco la giam doc diéu
hanh néi tiéng ctia Blockbuster - mot ga khéng 16

ctia linh vyc cho thué video. Tuy nhién, bat chap su
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thong tri clia cong ty lGe bay gio, 6ng nhian ra mot
moi de doa séng con dén tu hinh thic phat video
truc tuyén va cac déi tha canh tranh nhanh nhay
nhu Netflix. Ong khéi dong mot chuong trinh mang
tinh canh tranh dé loai bo cac khoan phi tré han va

dau tu vao mot nén tang truc tuyén.

Moi thir déu dan dén mot két thic tdi té cho
cé hai nguoi dan dng nay. Semmelweis bi cong dong
y té chi trich va chét trong mot bénh vién tam than,
nhung tré tréu thay, nguyén nhan la do mot can bénh
nhiém trung 6ng mac phai khi dang duge cham soc
y té€. Trong khi d6, Antioco bi hdi déng quan tri ctia
cOng ty sa thai va ngudi ké nhiém da thay déi toan bd
nhiing cai cach ctia 6ng. D€ roi sau do Blockbuster

phai ndp don xin pha san vao nam 2010.

Mic du nhitng théng tin vé Semmelweis va
Antioco dudng nhu duge cong khai hon ngay nay,
nhung vao thoi diém do6 thi khong. Trong trudng

hgp dau tién, ngudi ta tin rang bénh tat 1a do su
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mat can bang cta thé dich; trong trudng hop thi
hai, méi de doa ctia video truc tuyén dudng nhu
qua xa voi dé bién minh cho viéc bd qua lgi nhudn
ngan han. Ngay ca khi ndm gitt nhiing vi tri quyén
luc thi ho cling khong thé vugt qua quan diém cta

s6 dong.

Chuing ta c6 xu huéng danh gia qua cao stc
manh cda tam anh hudng. C6 vé nhu néu sé hitu
nhiéu quyén luc hon, c6 nhiéu dit liéu hon hoidc céd
thé dua ra 14p trudng ctia minh mot cach manh mé
hon thi chung ta cé thé thic ddy cac y tuéng cta
ban than. Tuy nhién, Semmelweis va Antioco khong
chi ndm gitr quyén luc ma con c6 nhimg dir liéu
dang tin cdy ting ho cho quan diém ciia minh, ngoai
ra ho con san sang mao hiém su nghiép. Tuy nhién,
ho da that bai.

Vao nhiing nam 1950, nha tam Iy hoc 16i lac
Solomon Asch da tién hanh mét loat thi nghiém

néi tiéng dé ly giai van dé nay. Ong cho mot nhom
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nguoi xem biéu do sau va hoi cdt nao bén phai khép

A B c

Exhibit 1 Exhibit 2

v6i cOt 6 bén trai.

bay c6 vé la mot nhiém vy kha don gian,
nhung Asch von néi ti€ng nhiéu chiéu tro nén thi
nghiém da c6 thém mot bude ngoat. T4t cd nhing
nguoi trong phong, ngoai trir mét ngudi duy nhat,
déu dua ra cau tra 16i khong chinh xac. Truéce khi
nguoi cudi cung dua ra cau tra 16i — ngudsi duy nhat
tra 16i chinh xac, thi hdu nhu nhiing ngudi tham gia
déu tuan theo quan diém s6 dong, du ro rang do la

dap an sai.
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Mic du ching ta mudn tu nhin nhan ban
than 1a ngudi doc 1ap va ¢o tu duy tu do, nhung su
that 1a chung ta chiu anh huéng rat nhiéu tir quan
diém ctia nhitng ngudi xung quanh. Néu dang & van
phong véi nhitng ngudi thich xem cac video ngé
ngin vé loai meo thi ban cling sé thay ban than yéu
thich thir d6 va cuai theo. Tuy nhién khi 6 mot cong
ty khac, thuong thi ban sé thay nhimng thir d6 chang

vui nhon gi.

“Phu hgp” khong bao gié mang tinh tuyét doi.
Ngay ca trong thi nghiém ctia Asch cling c6 mot s6
ngudi khac biét, giong nhu Semmelweis va Antioco.
T4t ca ching ta déu c6 nhiing giéi han niém tin
kho thay déi, nhimg linh vuc khac ma chtng ta can
dugc thuyét phuc nhiéu hon, ciing nhu nhing linh
vuc ching ta thuc sy khong danh di sy quan tam

can thiét dé dua ra y kién.

Vé co ban, d6 la nhiing du doan tir m6 hinh

ngudng vé hanh vi mang tinh tap thé: Y tudng sé
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tré nén manh mé trong cac nhoém da s6 tai mot khu
vuc cuc bd quy mo nhé. Nhiéu ngusi dung lai & do
va khong bao gio di xa hon, nhung mét s6 lai bao
hoa v6i cac nhom cuc bd d6 va chuyén sang cac
nhom mién cudng hon thong qua nhitng méi quan
hé yéu kém. Cudi cting, mdt hiéu (ng x€p tang xay

ra sau do.

Vi du néi ti€ng nhat vé mo hinh ngudng tai
noi lam viéc 1a sy phé bién ctia m6 hinh déi méi
do Everett Rogers phat trién, trong d6 mdt nhom
nhé cac nha ddi méi ndm bat ¥ tudng va truyén ba
cho mot nhém mién cudng hon véi nhitng ngusi ap
dung tir giai doan dau dé hinh thanh cac nhom da
s0 cuc bo. Nhimng ngudi tram lang trong cac nhém
nay nhan ra ho dan chiém uu thé vé s¢ lugng va
bt dau c6 nhitng hanh vi giong véi da s6 nhimng
ngudi con lai, giong nhu trong nghién ctru cta
Asch. Chéng bao lau sau, nhitng ngudi méi thay déi

tu tuéng lai truyén y tuéng cho cac nhom xa hoi
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khac ma ho cling la thanh vién. Qua trinh nay tiép
tuc cho dén khi y tuéng vugt xa quan diém pht hgp
ban dau. Cudi cung, ngay ca nhitng ngudi tut hau da

nghi nhit cling sé tham gia.

Gio day, ching ta c6 thé thay dugc ly do that
bai clia Semmelweis va Antioco - cling nhu sy dién
ro ctia rat nhiéu giam ddc diéu hanh day tham vong.
Thay vi tim cach lanh dao mot nhom day nhiét
huyét v6i nhitng nha déi méi nang dong va luén nd
luc tao dung phong trao, ho dua vao quyén han ctia
ban than dé tao ra nhiing thay déi hoan toan bang
cach ép budc nhitng ngudi khong chiu khuét phuc

di ngugc lai y mudén ctia ban than.

Noi cach khac, thay vi cham chi xay dung cac
nhom nodi bd khac nhau, ho ¢ ging thic ép toan
bd moi ngudi.

Kiém soat la mot diéu 4o tudng va ludn la diéu

ao tudng. Day chinh la nghich ly Hobbesian: ching
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ta khong thé ép budc su thay déi trir khi nd da thuc
su xay ra. Pia vi cao hon - hodc tham chi la mot bai
thuyét trinh thuyét phuc v6i day da di kién - ciing
chi hitu ich trong mot khoang thaéi gian nhat dinh.
Nhiing ké mat tri diéu hanh trai tdm than. Diéu tot
nhat chung ta c6 thé lam véi tu cach nha lanh dao la
trao quyén cho ho dé€ diéu hanh theo cach phu hgp.

Va do6 la ly do tai sao thay ddi luon doi hoi kha
nang lanh dao thay vi quyén luc. Nhitng ngudi cd
dia vi luon ua thich su 6n dinh hon la sy gian doan.
Chi nhiitng nguoi khac biét méi cam thay bat an
truéce tinh hinh thyc té. Vi vdy, néu muon tao ra su
thay d6i thuc sy, thit ban can khong phai 1a quyén
luc va tam anh hudng, ma 1a nhitng ngudi dang tim
cach thay déi thuc té do.

GREG SATELL la dién gia quoc t€, c6 van va tac gia sach best-seller co
tua dé Cascades: How to Create a Movement That Drives Transformational

Change (tam dich: Cascades: Cach tao chuyén dong thuc ddy thay doi
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chuyén déi). Cudn sach truée do ctia 6ng, Mapping Innovation (tam dich:
Lap ban d6 ddi moi), duge lua chon la mot trong nhiing cudn sach vé kinh
doanh hay nhdt nam 2017. Ban c6 thé tim hiéu thém vé Greg trén trang

web GregSatell.com va Twitter @DigitalTonto.
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Tao dung
di san cua ban

|67 khuyén danh cho tat ca cac nha lanh dao:
Hay tao ra thir gi do ton tai 1au hon ban.

Kimberly Wade-Benzoni
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iéu quyén luc nhat trong su nghiép va

cudc doi ctia mot nha 1anh dao 1a dé lai

mot di san 16n lao, béi 1& diéu do co thé
tao ra nhitng dnh huéng trong tuong lai - ngay ca
khi ho khong con tham gia té chic. T6i da hoa tac
dong dén té chiic va moi ngudi la diéu hét stic quan
trong. Viéc xay dung di san trong moi trudng kinh
doanh c6 thé dam bao kha nang tén tai lau dai ctia
té chiic va gitp t6 chitc hoat dong manh mé, hiéu
qua va gia tri hon so véi truée day. Hodc trong mot
tinh huéng kich tinh hon do cac doanh nhan khéi
nghiép din dau, do la thanh 14p mot t6 chic hoan

toan mai. Suy nghi vé nhiing diéu ma minh sé dé lai
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cling la mdt cach tuyét voi ddm bao ban dang can
nhic dén trién vong dai han cta t6 chiic va chong
lai sy cam do khi dua ra cac quyét dinh thién cén,

qua tap trung vao muc tiéu ngéin han.

Vay lam thé nao ban c6 thé ghi nhé nhing gi
can dé lai khi bit dau dua ra cac quyét dinh hang
ngay? May méan thay, nghién ctu kéo dai hon mét
thap ky vé cach thic ra quyét dinh lién quan dén
cac thé hé tuong lai da vach ra mét s6 chién luge cu
thé gitp chtng ta ghi nhé viéc xay dung di san va
tan dung nhiing suy nghi d6 dé t6i da hoa tac dong

dén thé giéi xung quanh.!
Suy nghi vé viéc lam cua thé hé trudc

Hay nhd lai nhing ngudi tién nhiém va hanh dong
ctia ho da anh huéng dén ban nhu thé nao. Ho d€ lai
cho ban va cac dong nghiép nhiing gi? Ho thay déi
t0 chirc ra sao dé tao ra co hoi? Ho hinh thanh van

hoa t6 chirc bing cach nao?
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Du khong thé dén dap viéc lam ctia cac thé
hé trudce vi ho khong con trong té chitc, nhung ban
c6 thé cu xir tuong tu v6i thé hé tiép theo. Khi da
¢6 tam nhin dai han va nghi vé t6 chitc nhu mot
tap hop da thé hé, sy tuong ho sé khong mang tinh
truc ti€p ma dién ra dudi hinh thai téng quat hon.
Nghién citu chi ra rang, viéc huéng lgi tir di san ctia
thé hé trude sé khién ching ta mudn dé lai nhiing
diéu tich cuc cho cac thé hé sau va c6 xu huéng dua

ra cac quyét dinh mang tinh dai han t6t hon.?
Tap trung vao thach thurc thay vi lgi ich

Khi dua ra cac quyét dinh vé tuong lai, cic nha
lanh dao c6 thé phan bd nhiing lgi ich dang mong
mudn nhu Igi nhuén, ngudn lyc, hodc cling c6 thé la
nhiing thach thttc ma ho va ngusi khac mudn tranh
khoi nhu ng nan hoic chat thai nguy hai. Nghién
clu chi ra rang, khi dé cap dén cac quyét dinh phan

bd va nhing di san dé lai, moi ngudn luc déu dang
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dugc quan tam du la lgi ich hay thach thic.® Moi
nguoi cha ¥ nhiéu hon dén viéc tranh dé lai di san
tiéu cuc hon 1a tao ra di san tich cuc. So véi viée dé
lai lgi ich cho nhiing thé hé tuong lai, dé lai ganh
ndng sé khién cac ca nhan c6 trach nhiém va dong
cam hon v6i nhitng ngudi ké thira sau nay, cing nhu
cam thdy y thitc dao dirc hon (chéng han nhu cam
thay xau hd va toi 16i).

Néu bat nhimng réc rdi trong cac quyét dinh
dai han c6 thé gitp cac nha lanh dao phat hién ra
nhiing di san tiéu cuc gay ra t nhitng lya chon do.
Hon nita, van dé chién luge véi cac té chic 1a lién
két nhiing quyét dinh vé lgi ich va thach thac dé
cac nha quan 1y thuc hién déng thsi. Tang cudng
tap trung vao nhiing can nhic vé dao dic di kéem
v6i phan b6 ganh ning cd thé gitp giam bét nhiing
hanh vi chi dao phan bé lgi ich mang tinh thién cin

va tu loi.
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Can nhdc trach nhiém di kém vdi quyén luc

Hau hét cac nghién cltru vé quyén luc déu cho
thay trai nghiém quyén luc c¢6 xu huéng khién moi
nguoi tdp trung va quan tam téi ban than nhiéu
hon. Nghién cru nay chit yéu xem xét anh huéng
ctia quyén luc trong cac khung thoi gian giéi han.
Tuy nhién, nghién ctru gan day vé cac quyét dinh
gitta cac thé hé véi thai gian dai hon chi ra rang
quyeén luc c6 thé khién ngudi ra quyét dinh quan
tam hon dén cac lgi ich ctia ngudi khac trong tuong
lai.* Khi két hgp cac quyét dinh gitra cac thé hé voi
trai nghiém quyén luc 6 mirc d6 cao hon, moi ngusi
cam thay “c6 trach nhiém xa hoi hon” va “tap trung
hon vao di san hon” so véi thoi diém ho khong co
nhiéu quyén lyc. biéu nay khién ho rong lugng hon
v6i cac thé hé sau va gitp tao dung mot di san tich
cuc. Khi c6 quyén quyét dinh két qua cho nhing
nguci khong co6 quyén luc va tiéng ndi, chiing ta

phai chiu trach nhiém vé mit dao dic khi dua ra
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cac quyét dinh va can nhic nghiém tac hon nhiing

tac dong dao duc tir hanh dong ctia minh.

Hay nhd rdng ban sé chét
vao mét ngay nao do

Vao mot ngay nam 1888, mot ngudi dan ong giau
c6 va thanh dat dang doc mét ban cao pho cia anh
trai minh trén mot td bao tiéng Phap. Khi doc, 6ng
nhén ra ngudi bién tip da nham lan gitta hai anh
em va thay vao do6 da viét cao phé cho chinh ong
dy. Dong tiéu dé tuyén bo “Ké budn cai chét da qua
doi”, sau d6 mo ta mot nguoi dan 6ng tré nén giau
c6 bang cach ti€p tay cho moi ngusi giét hai 1an
nhau. Khong c¢6 gi ngac nhién khi ong ta vo cung
bdi réi khi ngdm vé nhing gi ban than da dé lai cho
dai, néu thuc su chét vao ngay hom do. Ngudi ta tin
rang su viéc nay mang y nghia then chét thdi thtc
ong dé lai gan nhu toan bd tai san ctia minh sau khi

thuc su qua doi vao tam nam sau do6 dé 1ap quy tai

143



Quyén lyc & tac dong

trg cho cac gidi thuéng hing nam, trao cho nhiing
nguoi c6 dong gop to 16n cho nhan loai. Tat nhién,
day 1a cau chuyén c6 thit vé Alfred Nobel, ngusi

phat minh ra thudc né va la nha sang lap giai Nobel.

Dung vy, tat ca chiing ta déu sé chét. Khi nhic
dén cai chét, chung ta chgt nhé ra ban than khong
hé mudn chét - ching ta muén song! Nhung chiing
ta déu hiéu cai chét la khong thé tranh khoi va thuc
t€ do tao ra mot tinh thé kho xir vi ban nang sinh
ton da an sau trong moi con ngudi. Mot trong nhitng
cach hiéu qué nhat co thé gitp giam bét lo 1ang vé
cai chét la tim ra y nghia ctia cudc séng. Van dé
trong tam la chiing ta can tao ra dugc stc tac dong

vugt ngoai su ton tai vé mat vat chit thong thudng.

Nghién ctru cho thdy, viéc nhic nhd moi
ngudi vé cai chét thiic ddy ho xem xét vé nhiing
di san c6 thé dé€ lai va hanh dong theo nhiing cach
c6 1gi cho thé hé ké tiép, tir d6 céi thién chit lugng

chung ctia cac quyét dinh dai han.® Moi ngudi sé
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cam thdy dé dang hon khi ddi méat véi cai chét néu
ho 12 mot phan cta thir gi d6 van con ton tai sau
khi qua doi. Tac dong tich cuc dén thé hé sau cod
thé dap (ng nhu cau do6. Nobel van con s6ng mai
nhd vao di san dé lai, va 16i nhic nhé ring cai chét
la diéu khong tranh khoi da gitp 6ng dat dugce diéu
d6. Cau chuyén cta 6ng da minh hoa rd nét viéc
tranh dé lai mot di san tiéu cuc sé tao ra su thoi
thiic nhiéu hon nhu thé nao so véi viéc chi tao dung

mot di san tich cuec.

Toém lai, hinh anh thu nhé cta quyén luc la
dé lai mot di san to 16n con ton tai sau khi qua doi.
Diéu nay co thé giap toi da hoa tam dnh hudéng va
dam bao ban luén ghi nhé su thanh cong lau dai ctia
t6 chiic. Va ban sé nhan dugc phan thuéng la mot

chut biéu tugng bt t.

Cudi cung, di san cta ban la tat ca nhing gi
ban s6 hitu. Hay nghi dén nhiing diéu ban mudén

ngudi khac nhé vé ban than va hanh dong theo
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nhiing suy nghi d6. Hay mang lai diéu gi d6 c6 y
nghia vugt ngoai con ngudi ban va khong dé than
chét chién thing dé dang.

KIMBERLY WADE-BENZONI la Phé giao su chuyén nganh Quan tri kinh
doanh va hoc gia tai Trung tdm Pao dic va Lanh dao tai Truong Kinh
doanh Fuqua thudc Pai hoc Duke. Ba 1a hoc gid hang dau th€ gisi chuyén
nghién cltu vé cac quyét dinh gitta nhiéu thé hé, nhan dugce nhiéu giai
thuéng tir Hiép hdi Qudc té vé Quan ly Xung dot, TS chic Cac Cong ty
Nha nuéc, Uy ban Bao vé Méi trudng Hoa Ky va Quy Khoa hoc Quéc gia.

Chu thich

1 K. A. Wade-Benzoni va L. p. Tost, “The Egoism and Altruism of
Intergenerational Behavior”, Personality and Social Psychology 13,
s6 3 (2009): 165-193.

2. K. A. Wade-Benzoni, “A Golden Rule Over Time: Reciprocity in
Intergenerational Allocation Decisions”, Academy of Management
Journal 4, s6 5 (2017): 1011-1028.

3. K. A. Wade-Benzoni, H. Sondak va A. D. Galinsky, “Leaving a
Legacy: Intergenerational Allocations of Benefits and Burdens”,
Business Ethics Quarterly 20, s6 1(2010): 7-34.

4, L. p. Tost, K. A. Wade-Benzoni va H. H. Johnson, “Noblesse
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Oblige Emerges (with Time): Power Enhances Intergenerational
Beneficence”, Organizational Behavior and Human Decision
Processes 128 (2015): 61-73.

K. A. Wade-Benzoni cung cOng sy, “It's Only a Matter of Time:
Death, Legacies and Intergenerational Decisions’, Psychological
Science 23, s8 7 (2012): 704-709.
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Lanh dao khiém ton,
dé dang thanh cong

Hay gitip nhan vién lam viéc hiéu qua nhat.

Dan Cable



hi Ia mot nha lanh dao - bat ké ban da nim
gitt vi tri d6 trong thoi gian bao lau hay
ching duong dén do6 kho khan nhu thé nao
- thi ban ciing chi don thuan 1a mot ké an trén ngoi
chdc néu khong thé phat huy thé manh cta cac
nhan vién. That khong may, kha nhiéu nha l1anh dao

khong nhan ra diéu nay.

Theo nghién ctu tu mot dong nghiép cia tdi,
Ena Inesi, quyén lyuc c6 thé khién cac nha lanh dao
bi am anh qua miic vé két qua va sy kiém soat, tir do
ho coi nhan vién nhu phuong tién dé dat dugc muc
dich. Theo két qua toi phat hién ra trong nghién

clu ctia riéng minh, diéu nay chi lam gia tang noi
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sg hai ctia moi ngudi - lo s¢g khong dat dugc muc
tiéu, s¢g mit tién thuéng, sg thit bai... Két qua la
moi ngudi khéong thé cam nhan dugc nhiing cam
xtc tich cyc cling nhu mat di ddong luc dé thir thach

va hoc hoi.!

Lay vi du mot dich vu giao d6 an & Vuong quoc
Anh ma t6i da nghién ctru. S6 lugng cac tai x€ giao
stta va banh mi cho hang triéu khach hang méi ngay
giam dan khi ban lanh dao ngay cang c6 xu huéng
dua vao nhiing con s6 thong ké dé giam thiéu chi
phi va céi thién thoi gian giao hang. Méi tuan, cac
nha quan 1y thuc hién nhiéu cudc kiém tra dinh ky
vé hiéu suit lam viéc doi véi cac tai x€ va xem xét
cac van dé, khi€u nai cling nhu sai sot, sau d6 ghi
chép lai cac ndi dung trén.

Diéu nay khéng hé mang lai chiat déng luc nao
cho ca hai bén. Va cu6i cung, cac tai x€ (trong do co
nhiéu ngudi da lam viéc cho céng ty trong nhiéu thap

ky) da tré nén bat binh. Kiéu lanh dao tir trén xuong
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nay da 16i thoi va quan trong hon 1a phan tac dung.
Khi tip trung quéa nhiéu vao quyén luc kiém soat va
cac muc tiéu dé ra ma khong hé quan tam dén khia
canh con ngudi, cac nha lanh dao sé khién viéc dat

dugc két qua mong mudn ngay cang khé khan hon.

Vi vay, chia khoa dé gidi quyét van dé nay la
gitip moi ngudi cam thay c6 muc dich, c6 dong luc

va tran day nang lugng dé 1am viéc hét minh.

Toi da dua ra mot s6 cach thire thue hién diéu
nay trong cudn sach Alive at Work (tam dich: Pam
mé cong viéc). Tuy nhién mot trong nhiing cach tot
nhat 1a ap dung tu duy khiém t6n ctia mdt nha lanh
dao phung su. Trong qua trinh kham pha va phat
trién, cac nha lanh dao phung su xem vai tro quan
trong ctia ho la phung su nhan vién, hé trg cac nhan

vién ca vé mat vat chat va tinh than.

No6i mdt cach théng thin, nhitng ngudi lanh

dao phung su can phai c6 su khiém ton, can dam
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va sang sudt dé thira nhan ring ho ¢6 thé huéng lgi
tir chuyén mén ctia nhitng ngudi sé hitu quyén luc
thap hon ho. Ho chtt dong tim ki€m nhiing y tuéng
va dong gop doc dao clia nhan vién ma ho phung
su. Pay 1a cach cac nha lanh dao phung su tao ra
van héa hoc hoi va mdi trudng khuyén khich nhan

vién tré thanh phién ban t6t nhat cta chinh ho.

Su khiém ton va kha nang lanh dao phung su
khong hé am chi ring cac nha lanh dao c6 long tu
trong thap hodc c6 thai do phuc tung. Thay vao do,
kha nang lanh dao phung sy nhan manh dén trach
nhiém ctia ngudi lanh dao 1a gia tang quyén sé
hitu, quyén tu chi va trach nhiém ctia nhitng nhan
vién cap dudi - khuyén khich ho tu suy nghi va thit

nghiém cac y tuéng ctia riéng minh.

Dué¢i day 1a cach thuc hién.
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Hay dit cdu hoi lam sao dé gilp nhén vién thuc hién
céng viéc tét hon, sau dé hay lang nghe

Nghe cé vé don gian: Thay vi ra 1énh cho nhan vién
phai lam nhu thé nao dé hoan thanh cong viéc tot
hon, hay bat dau bing cach hdi ban c6 thé gitp ho
hoan thanh c6ng viéc tét hon bang cach nao. Du
don gidn nhung cach ti€p cén nay lai mang dén

nhiing tac dong hét stcc manh mé.

Hay xem xét truong hgp cong ty giao do an
ma toi dé cap trudce do. Khi mo hinh truyén thong
ctia cong ty nay bi pha vo bai cac cong ty giao hang
méi phat trién, doi ngi quan Iy quyét dinh can
phéi thay di moi thir. Cong ty can c6 dugc dich vu
khach hang tuyét vai, nhung dé€ lam duge nhu vay,
ban lanh dao can c6 su hd trg tir cac nhan vién -
nhitng ngudi thuc su cung cép dich vu nay. Va ho
can nhiing y tudng co6 thé gitp cong ty canh tranh

hiéu qua hon.
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Sau khi gip g6 cac chuyén gia tu van tai
PricewaterhouseCoopers va trai qua mot sé khoa
dao tao, nhém quan ly da thtt nghiém mot hinh
thitc hop md&i vé hiéu sudt dién ra hing tuan voi
cac tai x€. Cach ti€p can méi u? Thay vi dua ra cac
van dé kiéu “bai 16ng tim vét”, mdbi quan ly sé duge
dao tao dé chi hoi cac tai x€: “T6i c6 thé lam gi dé
gitip anh thuc hién dich vu mot cach xudt sac?” Nhu
da chi ra trong nghién c(ru ctia Bradley Owens va
David Hekman, cac nha lanh dao can phai truyén
dat lai mé hinh céc kiéu hanh vi phuc vu cho nhan

vién dé nhan vién phuc vy khach hang tét hon.?

Ban c6 thé tuéng tugng ra ndi hoai nghi rat
16n khi méi thuc hién diéu do. Ac cAm ctia cac tai xé
doi v6i nhitng ngudi quan 1y thuc su rat cao, trong
khi d6 niém tin lai 6 mac do cuc thap. Tuy nhién,
khi nhitng ngudi quan ly kho hang ti€p tuc hai: “Toi
c6 thé lam gi dé gitp anh lam t6t nhiém vu?”, mot

sé tai x€ bat dau dua ra dé xuAt.
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Vi du: mét tai x€ da dé xudt cac san pham méi
nhu sita chua va pho mat sgi ma cha me c6 thé nhan
hang s6m va dua vao bita trua ctia con minh truéc khi
dén truong. Mot tai x€ khac da nghi ra cach thong
bao tinh trang thi€u hang nhanh hon dé khach hang
khong bi thiéu hut loai hang ma ho da dat.

Nhiing thay déi nho nhé nay da tao ra mot
“vong tron phat trién”. Khi cac tai x€ dugc ghi nhan
vi ¥ tuéng ctia ban than va thdy ching dugc thuc
hién, ho cang sén sang dua ra nhiéu y tuéng hon,
tir do gitp ngudsi quan ly kho hang dugc ton trong,
dugc biét on, cling nhu lam tang mitc d6 san sang
dua ra y tuéng ctia ngudi giao hang, v.v.. Va nhiing
ngudi quan 1y kho hang da rat ra dugce bai hoc rang,
mot s6 cai duge goi 1a “sai 1am” ctia cac tai x€ thuc
chat 1a nhiing déi moi ho da tao ra dé hgp Iy hoa
cac quy trinh va van giao hang dang han. Nhing déi
mdi nay da giap cong ty cung cap dich vu t6i khach
hang t6t hon.
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Nhitng th d6 n6i 1én mot diéu: Nhitng nhan
vién lam viéc thuc té€ trong céng ty thuong hiéu
rd cach thtc thyc hién cong viéc hiéu qua hon
ban. Hay ton trong y tudéng ctia ho va khuyén
khich ho thit nghiém nhiing cach ti€p cin méi dé
céi thién cong viéc, thic ddy ho né lyc hét minh

trong cong viéc.

Mot nha quan Iy khu vuc téng két lai nhu sau:
“Chung tdi thuc su nghi rdng minh hiéu ré nhing
ngudi giao hang 6 moi goc dd, nhung roéi chiing toi
nhén ra van con rat nhiéu thi€u sét. Cac cudc hop
tro chuyén khach hang hang tuan ctia chung toi
gid mang tinh tuong tac cao hon, thuc chit hon va
trudng thanh hon trong cach tiép can. That kho dé
dién ta thanh 16i nhiing thay d6i ma ching t6i dang
thay dugc”
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Tao ra méi trudng it rdi ro dé nhan vién
xay dung y tuéng mdgi

Doi khi, cach t6t nhat dé cac nha lanh dao phung su
nhan vién - va t6 chitc - la tao ra mot khong gian
it riti ro d€ nhan vién tu do thir nghiém cac y tuéng
ctia ho. Bang cach do, cac nha lanh dao sé khuyén
khich nhan vién vugt qua ranh gisi cia nhiing gi ho
da biét.

Vi dy, khi Jungkiu Choi chuyén tu Singapore
dén Trung Qudc dé bat dau dam nhan vai tro giam
ddc ngan hang ban lé tai Standard Chartered, anh ay
hiéu rang mot trong nhig ky vong da tré thanh van
hoa ciia cong viéc mdi la dén tham cac chi nhanh va
gay ap luc 1én cac giam ddc chi nhanh dé cit giam
chi phi. Nhan vién chi nhanh sé mat hang tuan thap

thom, lo 1ing dé chudn bi cho chuyén tham nay.

Jungkiu da thay ddi ban chit ctia nhing
chuyén tham nhu vay. Thay vi khdng dinh quyén
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luc ctia ban than, anh bat dau dén cac chi nhanh
ma khong bao trudce, bat dau chuyén tham bang
viéc phuc vu bita sang cho nhan vién tai chi nhanh.
Sau d6, Jungkiu sé t6 chirc “cudc tro chuyén riéng”
va dat ra cau hdi anh dy c6 thé lam gi dé€ cai thién
hoat dong ctia cac chi nhanh. Nhiéu nhan vién cta
chi nhanh rat bat ngs va ban dau khong biét phan
ung ra sao. Nhung cach tiép céan ctia Jungkiu da lam
giam bét su lo 1dng ctia ho va khuyén khich nhing y

tudng d6i méi va sang tao.

Trong vong mot nam, Jungkiu da dén tham
hon 80 chi nhanh tai 25 thanh phd. Sy kién dinh
va san sang giap dd ctia anh da thuyét phuc duge
nhiing nhan vién con hoai nghi trong thdi gian dau.
Cac cudc tro chuyén nhom boc 16 nhiéu “diém dau”
don gian ma anh dy c6 thé dé dang giai quyét (vi du:
dao tao vé cac hé thdng ngan hang méi hodc nang
cdp bdé nhé may tinh dé may tinh ct c6 thé dung

phan mém moi).
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Cac y tudng d6i méi ctia nhan vién dién ra &
cdp d6 16n hon. Ldy mot trong nhiing chi nhanh &
Thugng Hai (ndm bén trong mdt trung tdm mua
sdm) lam vi du. Trong cudc trd chuyén nhom, cac
nhan vién da hoi Jungkiu liéu ho c¢6 thé md va dong
clra cling véi gio hoat dong ctia trung tdm mua sam
hay khong (cht khong phai gio hoat dong thong
thuong ctia chi nhanh). Nhom nghién ctu mudn
thir nghiém 1am viéc vao cudi tuan. Trong vong vai
thang, mirc thu nhap cudi tuan ctia chi nhanh nay
da vugt qua toan bd thu nhip ngay thuong. bay
khong phai 1a y tuéng ma Jungkiu c6 thé ty minh

nghi ra.

Nhiing thtr nghiém nay da dugc dén dap vé
mat hiéu qua hoat dong ctia cong ty. Su hai long ctia
khach hang tang 54% trong khoang thoi gian hai
nam dudi su lanh dao khiém nhuong cta Jungkiu.
Cling trong giai doan nay, khi€u nai tir khach hang

da giam 29%. Ty 1€ tiéu hao luc lugng lao dong von
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& muc cao nhat da giam xuong muc thap nhat trong

s0 tdt ca cac ngan hang nuéc ngoai 6 Trung Qudc.
H&y khiém nhudng

Cac nha lanh dao thuong khéng nhin thdy gia tri
thuc su ti nhiing gi ho bo ra, dac biét la nhiing
nhan vién cdp du6i. Tuy nhién, khi cac nha lanh
dao thé hién sy khiém ton, ton trong va hoc hoi
cach thic phuc vu nhan vién dé cai thién hiéu qua
ctia toan bo t6 chire thi cé thé dat dugce két qua hét
sttc n tugng. Va cé 1é con quan trong hon ca két
qua hoat dong ciia cong ty la nhiing nha lanh dao
phung su bat dau hanh dong nhu nhimng con ngusi
tot dep hon.

DAN CABLE 1a Gido su vé hanh vi té chic tai Truong Kinh doanh
London. Ong 1a tac gia clia cudn sach Alive at Work: The Neuroscience
of Helping Your People Love What They Do (tam dich: Song tai noi lam
viéc: Khoa hoc thén kinh gitip moi ngusi yéu thich cong viéc minh lam),

Harvard Business Review Press, 2018.
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